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SUBJECT: MANAGEMENT AUDIT OF THE REGISTRAR-RECORDER/COUNTY 
CLERK'S VOTER INFORMATION AND ABSENTEE BALLOT 
PROCESSING 

Attached is the report on the second phase of the management audit of the Registrar
Recorder/County Clerk (RR/CC). The audit was performed by Strategica under contract 
with the Auditor-Controller's Office. 

The Board of Supervisors requested the scope of the management audit be amended to 
include a review of the RR/CC's absentee ballot report processing procedures, the 
RR/CC's procedures for printing and mailing sample ballots, and an assessment of the 
RR/CC's technological ability to update and respond to issues and problems associated 
with the voter file. Strategica performed these additional procedures and prepared a 
report with its findings and recommendations. 

Summary of Findings 

The auditor's overall assessment is that the RR/CC has successfully managed to 
process their workload of election transactions according to the statutory deadlines 
despite a two-day work action and a record number of ballots cast during the November 
2000 General Election. The RR/CC has implemented new technology in recent years, 
such as the use of bar codes for voter ID numbers, high speed sorting of absentee voter 
ballot envelopes, and digital imaging of voter affidavits and signatures to enhance the 
productivity of processing election transactions. In addition, the RR/CC has the staffing 
and technology in place to ensure that registration affidavits arriving by the statutory 
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deadline are processed in time for inclusion on either the regular or supplemental 
precinct voter rosters. 

The RR/CC also has processes and procedures in place to address registration 
problems such as voter names not appearing on the roster. In addition, the RR/CC and 
the U. S. Postal Service (USPS) have developed troubleshooting procedures to ensure 
that any delivery problems are handled in a preplanned, consistent manner. 

The report indicates that additional improvements can be made, such as 
implementation of Intelligent Character Recognition (ICR) technology; exploring the 
feasibility of using a mailing house for the initial absentee voter ballot mailing; 
establishing the use of monitors to spot-check USPS facilities during election season; 
and investigating the use of electronic signature verification technology to expedite the 
signature validation process associated with absentee ballots. The report includes 
recommendations in each of these areas. 

The Registrar-Recorder/County Clerk's Department agrees with the findings and 
recommendations contained in the report and intends to provide a detailed response 
and action plan for each of the recommendations in March 2001. 

Please call me if you have any questions, or your staff may contact Patrick McMahon at 
(213) 974-0301. 

JTM:PTM:IDC 

Attachment 

c: Conny B. McCormack, Registrar-Recorder/County Clerk 
David E. Janssen, Chief Administrative Officer 
Violet Varona-Lukens, Executive Officer 
Public Information Officer 
Audit Committee 
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Executive Summary 

Project Scope 

This project was requested by the Los Angeles County Board of Supervisors to address 
concerns about the accuracy and efficiency of processing time-sensitive election 
transactions.  The Board was particularly concerned about procedures used for handling 
absentee ballots, sample ballots, voter registration affidavits; monitoring workloads and 
providing adequate staffing; and quality control procedures used by the U.S. Post Office 
(USPS). 

 Methods Used 

During the project, the consultant performed the following procedures: 
❑ Interviewed Registrar-Recorder/County Clerk (RR/CC) managers and supervisors 

regarding staff productivity measures, staffing plans, coordinating with political 
campaigns and coordination with the USPS; 

❑ Interviewed USPS personnel regarding processes for handling Absentee Voter (AV) 
requests, AV ballots, Quality Control (QC) procedures (including procedures for handling 
undelivered ballots) and delivery of returned ballots; 

❑ Observed processes for production and mailing of sample ballots; 
❑ Observed processes for handling AV requests including picking ballots, staging ballots, 

preparing envelopes, stuffing envelopes and mailing; 
❑ Observed USPS processes for handling election materials; 
❑ Observed processes used for AV requests from non-sample ballot sources; 
❑ Observed process for handling last-minute registrations and address changes; 
❑ Observed processing of returned absentee ballots; 
❑ Evaluated the effectiveness of AV-by-Precinct counting procedures; and 
❑ Prepared this report. 

Overall Assessment 

Despite a two-day work action and a record number of ballots cast during the November 
2000 General Election, the Los Angeles County Registrar-Recorder/County Clerk (RR/CC) 
managed to process their workload of election transactions according to the statutory 
deadlines.  Furthermore, due to better quality assurance monitoring on the part of the U.S. 
Postal Service (USPS) and the RR/CC, virtually all election materials reached their 
destination in a timely manner.   
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New technology has been implemented in recent years that enhances the productivity of 
processing election transactions: 
❑ Intelligent Character Recognition (ICR) for automating data entry of voter registration 

affidavits; 
❑ High-speed sorting of absentee voter (AV) ballot envelopes and digital imaging of voter 

affidavits and voter signatures that facilitates the authentication of AV ballots; and 
❑ Use of bar codes for voter ID numbers that further expedite the processing of AV 

request fulfillment and sorting of voted ballots. 
The RR/CC and the USPS have developed troubleshooting procedures to ensure that any 
delivery problems are handled in a preplanned, consistent manner.  The RR/CC also has 
quality control procedures in place for addressing missing ballots, spoiled ballots and 
registration issues which may impact a voter’s ability to vote on election day. 

Election Operations Staffing and Workload Monitoring 

The RR/CC has developed productivity measures for handling key election transactions 
such as registration affidavits and absentee ballot requests.  These measures are used for 
forecasting the need for temporary staffing during the election season.  During the 
November 2000 election season, despite a two-day work action, the RR/CC had adequate 
staffing to ensure that all election transactions were processed in accordance with legal 
deadlines. 

Registering Voters 

The RR/CC is implementing an ICR-based system for expediting the registering of new 
voters.  This new system, when fully implemented, will significantly increase productivity in 
this key process.  During the November 2000 election season, the RR/CC had sufficient 
staffing and technology in place to ensure that registration affidavits arriving by the statutory 
deadline were processed in time for inclusion on either the regular or supplemental precinct 
voter rosters.  The RR/CC also has processes and procedures in place to address 
registration problems such as voter names not appearing on the roster. 

Mailing Sample Ballots 

The RR/CC contracts with a printing company and a mail processing company for handling 
sample ballots.  These firms have implemented procedures for ensuring that all sample 
ballots are printed, sorted and mailed prior to the statutory deadline.  These firms also use a 
delivery procedure that reduces postage costs while speeding up delivery of sample ballots 
by one or two days.  Quality control procedures are in place to ensure that voters receive the 
correct sample ballot and that additional ballots can be sent in the event of lost or mis-
delivered sample ballots. 

Processing Absentee Ballot Requests and Absentee Ballots 

The RR/CC has implemented bar code technology to expedite the fulfillment of absentee 
ballot requests.  Bar codes allow the efficient production of envelopes and staging of ballots 
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and other materials.  The RR/CC has also implemented quality control procedures to ensure 
that voters receive the correct ballot.  These procedures require that a high percentage of 
AV ballot envelopes (we estimate 25% of all runs) must be opened up after stuffing and 
sealing and double-checked.  This double-checking slows down processing and requires 
additional staff but does provide a high degree of assurance.  Given the importance of 
providing all registered voters with the ability to cast ballots, this extraordinary due diligence 
is appropriate. 
Workers, most of whom are temporary, are given basic instructions on how to handle 
election transactions when they start work.  Most of this processing involves simple, rote 
tasks that do not require a more complicated training regimen. 
The RR/CC works with campaigns to achieve consistency in the format of AV ballot 
application forms and to communicate timing requirements, but does not follow up to ensure 
that applications are received by the legal deadline.  Given the number of campaigns, this 
type of follow-up would be impractical. 
The RR/CC staged a meeting of key USPS and elections vendors to improve the 
consistency of transaction processing and troubleshooting and to set expectations for the 
election season. 
The USPS implemented additional quality control measures at their large sorting plant on 
Central Avenue to avoid a repeat of the problems experienced during the March 2000 
Primary Election.  These measures include diligently making log entries to record the 
movement of election mail in the sorting plant; handling RR/CC election mail on one shift to 
avoid handoffs; and isolating RR/CC election mail from the regular flow of business bulk 
mail.  Furthermore, the RR/CC opted to use first-class postage on all AV ballots to ensure 
more expeditious delivery (at an additional cost of $200,000.) 
We are concerned that the other USPS sorting plants (there are seven large plants in the 
Los Angeles region) are not as diligent in controlling the movement and expediting the 
process of RR/CC election mail as the Central Avenue plant.  Fortunately, no major delivery 
issues arose during the November 2000 election season. 

Processing Returned Absentee Ballots 

The validation of voter signatures affixed to absentee ballot return envelopes is the most 
tedious and time-consuming election transaction.  The RR/CC has implemented scanning 
and sorting technology which significantly increases the productivity of absentee ballot voter 
signature validation.  Given the ever-increasing popularity of absentee voting, the 
investment in technology and process improvements is appropriate.  The RR/CC is looking 
into additional productivity-improving technology such as automated signature verification. 
In response to changes in State election laws, the RR/CC has implemented a new method 
for coding absentee ballots by ballot type and precinct number.  This new coding method 
requires a more tedious and meticulous process on the frontend for preparing absentee 
ballots, but also results in a much better paper trail backing up election results.  We feel that 
the RR/CC made the correct decision in selecting this process and method of counting. 
The RR/CC also has a fair and accurate process for handling spoiled and damaged ballots 
so long as the voters intent can be discerned.   Finally, the RR/CC has an appropriate 
procedure for picking up absentee ballots at the USPS main sorting plant on election eve. 
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Recommendations 

We have made four recommendations for further enhancing the processing of election 
transactions in the future: 

 
Recommendation 1 – Complete the testing, modification and rollout of the ICR 
function for registering new voters 
Given the potential productivity improvement, the RR/CC should complete testing and 
modifying the Intelligent Character Recognition (ICR) feature for registering new voters and 
roll out the system into full production. 
 

Recommendation 2 – Explore the feasibility of using the sample ballot mailing house 
for the initial AV ballot mailing; use first-class postage for subsequent AV ballot 
mailings 
The RR/CC should explore the feasibility of using their sample ballot mailing house, 
Diversified Direct, for sorting and delivering the initial run of AV ballots (generated for 
permanent absentee voters).  Diversified Direct delivers most sample ballots directly to local 
post offices (called Direct Delivery Units or DDUs) bypassing the large USPS sorting plants 
and shaving off a day or two in delivery time.  By using Diversified Direct, RR/CC could use 
third-class postage for the AV ballots and expect expedited delivery at a lower cost. 
Subsequent shipments of AV ballots should continue to be sent using first-class postage 
and handled by the Central Avenue plant. 

 
Recommendation 3 – Use monitors and spot-checking at USPS facilities 
Although the USPS implemented tighter quality control procedures at the Central Avenue 
SCF1 during the November 2000 election period, procedures at other SCFs may not be as 
secure.  In addition, should quality control measures at the SCFs lapse, the RR/CC is not in 
a position to know until delivery problems arise and requested materials do not arrive at 
voters’ residences.  To alleviate these risks, the RR/CC should assign a small staff of 
monitors (e.g., two or three individuals) to perform spot checks of USPS facilities during 
major elections.  These staffpeople should conduct scheduled and unannounced visits at 
the seven SCFs during the election season.   
 

Recommendation 4 – Implement process changes to facilitate more efficient, large 
scale absentee voting  
To mitigate the high processing costs of handling AV ballots, the RR/CC should pilot the use 
of electronic signature verification, an automated process where signatures are compared 

                                                
1 An SCF or Sectional Center is a large mail sorting plant that handles bulk business mail and political mail.  There are seven 
SCFs in the Los Angeles region. 
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and validated with no human intervention.2  Electronic signature verification would greatly 
expedite the tedious, time-consuming job of signature validation associated with absentee 
ballots.  Electronic signature verification requires an extensive database of intelligible, 
imaged voter signatures.  As new signatures are obtained from voters (either through 
registration updates, absentee ballot requests and absentee ballot return envelopes), they 
would either augment or replace older, less intelligible signatures already imaged and on 
file.  Over time, the database of imaged signatures would improve in quality making 
electronic signature verification more effective. 

                                                
2 Although electronic signature verification has been applied successfully in banking applications its use in elections has not 
been attempted at this time.   
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Overall Election Transaction Process 

The processing of election transactions can be illustrated with a simple process map as 
shown in Figure 1: 
 

Figure 1 – Overall Elections Transaction Process 

 

Registering voters – Residents of Los Angeles County register to vote by completing a 
Voter Registration Affidavit.  This affidavit is processed by RR/CC staff to ensure that the 
voter is eligible to vote.  Affidavits are also submitted by current voters to effect address 
changes or changes in party affiliation.  A voter notification card is sent to new voters or 
voters who have re-registered. 

Mail sample ballot – The RR/CC mails a sample ballot booklet to each eligible voter a few 
weeks prior to election day.  The sample ballot booklets are unique to the candidates and 
measures contested in each area of the County. 

Process absentee ballot (AV) request – Any voter is eligible to vote absentee.  
Applications for absentee voting are on the back cover of the sample ballot booklet.  Also, a 
significant number of voters apply for absentee ballots after receiving an application from 
political campaigns and parties or by sending a personal letter. 

Process returned AV ballot – Voters can complete and return absentee ballots up until 
election day.3  The ballots are then processed by the RR/CC and included in the official vote 
tally. 
This report is organized according to this overall process.  A separate section covers the 
specific procedures and issues for each step in the overall election transaction process.  An 
additional section covers election operations staffing and workload monitoring. 

                                                
3 Absentee ballots must arrive at the Central Avenue post office facility by the close of the polls at 8:00 p.m. or they can be 
submitted to a polling location.  The RR/CC sends a truck to the Central Avenue facility at 8:00 p.m. to collect absentee ballots. 

Register 
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Process
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Election Operations Staffing and Workload Monitoring 

Questions to be Answered 

Specific questions posed by the Los Angeles County Board of Supervisors include: 
❑ Determine if productivity measures have been established for absentee ballot 

processing, and whether staffing is adequate given legal deadlines. 

Findings 

Use of workload monitoring and productivity measures 
The RR/CC prepares daily reports on election transaction workflow.  These reports 
(samples can be found in the Appendix) include: 
❑ Absent Voting Status Report.  This report shows the cumulative number of requests 

received or updated, AV ballots mailed or returned and the number of snags related to 
AV ballot returns (e.g., no voter signature, spoiled ballot, etc.).  The report also shows 
the number of requests, returned ballots and ballot snags waiting to be processed. 

❑ Absent Voter Progress Report.  This report shows the daily cumulative totals of AV ballot 
requests received and fulfilled and the number of AV ballot returns received. 

❑ Workload and Personnel Status for Data Entry Report.  This report shows the daily 
status of election transaction processing.  The report shows the number of transactions 
completed and outstanding and the number of personnel assigned to each transaction 
type for: 
- Voter registration affidavits 
- Voter notification cards 
- AV ballot applications 
- AV ballots 
- Petition signatures 
This report allows the Data Entry Unit Section Head and the Voter Records Division 
Manager to monitor workflows and shift staff as backlogs arise. 

 
The RR/CC uses three workload benchmarks to determine the election season staffing 
necessary for processing election transactions: 
1. Voter registration affidavits – 100 affidavits processed per day for new staff 
2. Voter registration affidavits – 150 affidavits processed per day for experienced staff 
3. AV ballot requests – 70 requests per hour 
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Although these benchmarks are useful for estimating staffing needs, the RR/CC is 
considering hiring a consultant to perform a workload study to establish more precise 
benchmarks. 
 

Staffing and work action issues 
Based on the workload benchmarks, 165 temporary employees were hired to process 
election transactions.  These employees staffed a day and swing shift so that productivity 
levels could be maintained without resorting to excessive overtime.   
During the first few days of the November 2000 election season, Local 660 of the Service 
Employees International Union, the union representing most Los Angeles County clerical 
workers, went on strike for two days.  This could have been extremely detrimental to the 
ability of the RR/CC to process election transactions in accordance with deadlines.  The 
RR/CC had prepared a “Work Action Contingency Plan” in September 2000 to anticipate the 
staffing issues that would arise due to a strike.  This plan called for accelerated hiring of 
temporary staff into a larger than necessary pool of workers to compensate for disruptions.  
In addition, non-represented employees from other County agencies were reassigned 
temporarily to the RR/CC to process election transactions.  The consultants visited the data 
entry work areas during the strike and found that all workstations were staffed and 
processing election transactions.  Several represented supervisors and section heads had 
observed the work action and left their jobs reducing the level of supervision for these 
temporary workers. 
Despite the record turnout and demand for absentee ballots and the work action, the RR/CC 
managed to process all election transactions according to the statutory deadlines. 

Conclusions 

The RR/CC has developed productivity measures for handling key election transactions 
such as registration affidavits and absentee ballot requests.  These measures are used for 
forecasting the need for temporary staffing during the election season.  During the 
November 2000 election season, despite a two-day work action, the RR/CC had adequate 
staffing to ensure that all election transactions were processed in accordance with legal 
deadlines. 
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Registering Voters 

Questions to be Answered 

Specific questions posed by the Los Angeles County Board of Supervisors include: 
❑ Assess the Registrar-Recorder/County Clerk’s technological ability to update in a timely 

manner the County’s voter file after the close of registration and its capability to respond 
to issues and problems associated with the voter file brought to the attention of the 
Department by the public. 

Subprocess 

The process for registering votes is depicted in Figure 2: 

Figure 2 – Voter Registration Process 

 

Findings 

Technology used in voter maintenance 
The RR/CC has been testing a new system for maintaining voter registration records that 
uses Intelligent Character Recognition or ICR.  ICR involves scanning incoming voter 
registration affidavits and creating a digital image of the form.  Selected areas of the image 
are then examined by the ICR software and the handwritten information is converted to 
machine-readable data.  This data is then examined by an operator who ensures that the 
ICR software correctly interpreted the handwritten information and makes corrections as 
needed.  This system has the potential to increase productivity in voter maintenance 
because much of the data entry is automated.  Thus far the RR/CC has been testing the 
system and making modifications prior to putting the system into full production.  The ICR 

Affidavits picked
up at terminal

annex
-field man

Affidavits arrive @
terminal annex and

are sorted

Correct
County?

Queue 1-2
hours

Yes

No

AReview affidavits
-D/R

Send to correct
County

Voter
located in

district
close to
closing
date?

Batch affidavits
and expedite

Count & clock
affidavits with

date/time stamp
-D/R clerk

Pull 1% random
sample

-D/R clerk

A

Prepare & send
form letter to

sample voters w/
copy of affidavit

-Affidavit distro unit

Microfilm affidavits
-D/E & S/V units

Store microfilm in
service center &

Norwalk

Scan affidavits
-D/E & S/V units

Enter voter data
into VIMS

-Control unit

Archive the batch,
verify all affidavits

processed
-D/E & S/V unit

File batches in
microfilm order in

Norwalk
-D/R unit

Yes

No



ELECTION TRANSACTIONS REVIEW 

 

 

 

 10 
STRATEGICA 

software has been realizing accuracy rates of up to 78%.  The RR/CC is planning on 
completing the implementation during the next few months. 
 

Cutoffs for registration 
The registration cutoff for the November 2000 General Election was October 10.  At that 
time all affidavits on-hand were processed and the voter registration database was updated.  
The RR/CC was able to process all of these on-hand affidavits in a timely manner.  
Affidavits arriving after the cutoff date were processed after the election; those voters will be 
eligible to vote in subsequent elections.  The procedures in place for processing affidavits up 
to the legal deadline for the November 2000 election were effective and in compliance with 
State law.  As of January 1, 2001, a new State law, AB 1094, went into effect moving the 
deadline for registration from 29 days prior to election day to 15 days.  This new deadline 
makes it much more difficult to complete the registration, mailing of sample ballot booklets 
and preparation of absentee ballots prior to the election. 
 

Voter registration issues 
The RR/CC has safeguards and procedures in place to ensure that registered voters are not 
disenfranchised due to recordkeeping errors in the voter registration database.  After 
information on a newly registered voter is entered into the Voter Information Management 
System (VIMS), the voter is notified by postcard of their registration status.  If the voter 
notices any discrepancies they can contact the agency and report any corrections.  If a voter 
believes that he or she has registered yet is not listed on the polling place roster on election 
day the voter is allowed to vote using a provisional ballot.  These provisional ballots are then 
checked to make sure the voter is registered.  Often the voter simply went to the incorrect 
precinct; in this case the vote is eventually counted.  In many cases, the voter is not 
registered; in this case the vote is not counted and the voter is sent a voter registration card 
to facilitate their registration for future elections.  These procedures are appropriate for 
ensuring that all eligible voters are provided an opportunity to vote even if they are not listed 
on a precinct roster on election day. 

Conclusions 

The RR/CC has the staffing and technology in place to ensure that registration affidavits 
arriving by the statutory deadline are processed in time for inclusion on either the regular or 
supplemental precinct voter rosters.  The RR/CC also has processes and procedures in 
place to address registration problems such as voter names not appearing on the roster. 

Recommendations 

Recommendation 1 – Complete the testing, modification and rollout of the ICR 
function for registering new voters 
Given the potential productivity improvement, the RR/CC should complete testing and 
modifying the Intelligent Character Recognition (ICR) feature for registering new voters and 
roll out the system into full production. 
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Mailing Sample Ballots 

Questions to be Answered 

Specific questions posed by the Los Angeles County Board of Supervisors include: 
❑ Evaluate the Registrar-Recorder/County Clerk’s procedure for printing and mailing 

sample ballots to ensure they are handled efficiently and delivered within legal 
deadlines. 

Findings 

Use of mailing house 
The RR/CC contracts with a company called Merrill Corporation to print and send sample 
ballots.  Merrill then subcontracts with a Fullerton-based company called Diversified Direct to 
deliver the printed sample ballots to post offices.  Diversified Direct has been handling 
RR/CC sample ballots for several years.   
Diversified Direct handles sample ballots in two stages: 
1. The initial large mailing of sample ballots associated with voters registered as of 

September 28, 2000: the first legal date to mail sample ballots.  This initial mailing will 
total approximately 3.9 million pieces.  These ballots are staged and delivered during the 
first few days of October.   

2. After this initial large mailing, subsequent mailings are processed on a daily basis for 
new voters registering up to the October 10 deadline.  Diversified conducted these 
supplemental mailings up to the legal deadline for mailing sample ballots, October 17. 

Diversified Direct prints addresses on the sample ballots using a computer-controlled 
machine.  Addresses are printed based on a computerized address list.  These addresses 
are sorted based on: 
1. Page count of the sample ballot 
2. Direct Delivery Unit or DDU number (i.e., a DDU is a local post office) 
3. Section Center or SCF number (i.e., the USPS operates seven SCFs around the region.  

SCFs are large sorting plants that break mail into DDU delivery order with each SCF 
overseeing several DDUs.) 

4. Voter street address 
5. Ballot type 
Page counts vary depending on the number of political offices and measures contested in 
each area.  Sorting by page count allows Diversified Direct to prepare large shipments of 
similar sized pieces, thereby expediting the postage calculations at the Postal Service. 
Diversified Direct consolidates shipments of sample ballots based on the number of pieces 
bound for a particular DDU.  If a shipment bound for a specific DDU is more than 5,000 
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pieces, the shipment is sent directly to the DDU.  For DDU shipments less than 5,000 
pieces, the shipments are consolidated for shipment to one of the seven SCFs.  From the 
SCFs, these smaller shipments are broken out and delivered to the DDUs by the USPS.  By 
delivering the sample ballots directly to the DDUs, Diversified Direct realizes a lower postage 
cost per piece and shaves off one or two days in delivery time.  For the smaller shipments, 
however, the economics do not favor shipping pieces directly to the DDU; they are therefore 
shipped to the SCFs for further processing. 
 

Quality control procedures used 
The RR/CC posts a quality control checker at the Diversified Direct plant in Fullerton.  This 
RR/CC employee monitors the printing and staging of sample ballot shipments.  The 
employee typically pulls five to ten sample ballots from each tray of addressed sample 
ballots (prior to staging and shipping) and scans the voter ID number which is printed on the 
sample ballot with a bar code reader.  The scanner pulls up the voter address and ballot 
type number from a database and displays the information on a screen.  This data is 
compared to the address and ballot group number printed on the sample ballot.  The 
employee also visually inspects addresses as they are printed on the sample ballots for 
legibility. 
Historically, the preparation and delivery of sample ballots has been trouble free.  Since the 
sample ballots are not as controlled as absentee ballots it is a relatively easy process to 
send out sample ballots to voters who request additional copies or who do not receive the 
sample ballot due to a move or delivery problem.  In addition, all sample ballots are now 
available on the Internet at the RR/CC Web site. 

Conclusions 

The RR/CC contracts with a printing company and a mail-processing company for handling 
sample ballots.  These firms have implemented procedures for ensuring that all sample 
ballots are printed, sorted and mailed prior to the statutory deadline.  These firms also use a 
delivery procedure that reduces postage costs while speeding up delivery of sample ballots 
by one or two days.  Quality control procedures are in place to ensure that voters receive the 
correct sample ballot and that additional ballots can be sent in the event of lost or mis-
delivered sample ballots. 
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Processing Absentee Ballot Requests and Absentee Ballots 

Questions to be Answered 

Specific questions posed by the Los Angeles County Board of Supervisors include: 
❑ Evaluate the Department’s procedures for processing absentee ballot requests, and 

whether staff is given adequate instructions and training for this work; 
❑ Assess the use of bar-coding and other technology to speed up entry of requests for 

absentee ballots into computer systems; 
❑ Review how absentee ballot packages are prepared and what monitoring processes are 

provided to ensure that absentee voters receive the proper ballot; 
❑ Determine if high-speed printers designed specifically for envelopes or other technology 

are used to expedite the process; 
❑ Assess the sources and timing of absentee ballot requests (i.e., sample ballot 

applications, applications in campaign literature, private letter, etc.), and evaluate the 
Department’s efforts to work with campaigns so that absentee ballots requested from 
non-County sources are received by the Department within legal deadlines and are 
handled efficiently; 

❑ Evaluate the Department’s agreements with the U.S. Postal Service to ensure absentee 
ballots are delivered to voters within legal deadlines; 

❑ Assess the Department’s oversight of the Postal Service’s handling of absentee ballots; 
and 

❑ Review the U.S. Postal Service’s understanding of their arrangements with the 
Department and their procedures for processing absentee ballots, their quality control 
procedures and their procedures for handling undelivered absentee ballots. 
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Subprocess 

The process for handling absentee ballot requests is depicted in Figure 3: 

Figure 3 – Absentee Ballot Request and Preparation Process 
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Findings 

Training for temporary staff 
The RR/CC hires hundreds of temporary workers to handle the pre- and post-election tasks 
that a major election entails.  During the November 2000 General Election, the RR/CC hired 
165 temporary employees to process election-related transactions such as absentee ballot 
requests and affidavits.  These temporary workers are typically given a brief orientation 
about the RR/CC and the Norwalk facility and then are given brief training on how to 
process the election transactions.  This training is administered by the local supervisors as 
new temporary employees are hired.  Since these temporaries are hired in small batches 
over the election season, a mass training regimen is impractical.  The vast majority of 
temporaries perform simple tasks such as sorting AV request cards, scanning bar codes or 
pulling absentee ballots from cubbyholes based on pick lists.   
 

Use of technology such as bar codes and high-speed printers 
The processing of election transactions is becoming steadily more automated.  The use of 
digital imaging, Microsoft Windows  screen interface and bar codes has expedited the 
processing of transactions that number in the hundreds of thousands.  This section 
discusses some of these technologies.  The process maps at the beginning of this section 
can be referenced as the processes parallel the following discussion. 
Each sample ballot mailed to a registered voter has an application on the back cover for 
obtaining an absentee ballot for voting by mail.4  Along with the voter’s address, a voter 
identification number is printed on the cover of the sample ballot.  When a voter mails in the 
application for an absentee voter (AV) ballot, the bar code on the cover is scanned with a 
handheld wand device similar to those used in a retail checkout.  RR/CC temporary workers 
scan these cards in batches of 100.  After each batch is scanned, the device is downloaded 
into a computer where the batch of 100 voter ID numbers is used to create a file of voters 
with street addresses and ballot type and precinct numbers.  These files are used to 
generate lists used for picking absentee ballots, sample ballots (the voter gets an additional 
sample ballot along with the AV ballot in the mail) and for printing an envelope for mailing 
the AV ballot.  Using bar codes and scanners greatly expedites the preparation and mailing 
                                                
4 Absentee voting is available to any voter.  The voter does not even need to be “absent.” 
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of AV ballots since the need to input voter ID numbers by hand using a keyboard is 
eliminated.  A worker can scan a batch of 100 AV request cards in a matter of minutes. 
As mentioned in the previous paragraph, the file of voter addresses and ballot/precinct 
numbers is used for printing envelopes.  The process for printing and stuffing these 
envelopes has been automated using procedures and software developed by a company 
called Spectrum based in Mountlake Terrace, Washington.  The Spectrum system is also 
linked to the verification of voter signatures after the AV ballots are returned by voters.  The 
Spectrum process begins with the voter files created from the AV request cards.  This file is 
loaded into a high-speed envelope-printing machine.  This machine sprays the voter name 
and address and, using bar codes, the voter’s zip code and ID number on the envelope.  
The Spectrum system also prints lists of AV ballots sorted by ballot type and precinct 
number and lists of sample ballots sorted by ballot type.  The lists and files correspond to 
each other so that a batch of AV requests eventually produces corresponding batches of 
envelopes, sample ballots and AV ballot cards.  These materials are then staged and loaded 
into antiquated, but adequate, envelope-stuffing machines.  The Spectrum system expedites 
the AV ballot preparation process by allowing three groups of workers to operate in a 
parallel fashion preparing materials for mailing AV ballots.  It should be noted that the 
envelope-printing and envelope-stuffing operation is managed and staffed using contractors 
employed by Spectrum, not RR/CC employees. 
The preparation, staging and delivery of AV ballots and processing returned AV ballots is a 
meticulous, time-consuming process.  Any technology application that can expedite these 
processes should be evaluated and implemented if feasible.  This is especially true given 
the increasing popularity of absentee voting.  During the November 2000 General Election, 
543,000 Los Angeles County voters used absentee ballots, up from 396,000 during the 
1996 General Election.5 
Additional technologies used for expediting election transactions include verification of voter 
signatures on AV ballot return envelopes using imaged signatures and using intelligent 
character recognition or ICR for data entry of new voter registration affidavits.  These 
technologies are discussed in other sections. 
 

Quality control procedures at the RR/CC 
As mentioned in the preceding discussion, the Spectrum system is designed so that three, 
parallel processes converge resulting in corresponding batches of AV ballot cards, sample 
ballots and printed AV envelopes.  These materials are then staged and envelopes are 
stuffed and sealed.  This section will describe the quality control procedures used in this 
operation.   
The most crucial aspect of the operation is ensuring that voters receive the correct AV ballot 
card.  Since the ballot card has no identifying information that would be apparent to voters 
they have to trust that the ballot is coded for their specific ballot type and precinct.  This task 
was more difficult as the State Election Code required counties, for the November 2000 
election only, to tally absentee ballot results by precinct.  Prior to this, the RR/CC combined 
absentee results by ballot group.  Counting absentee ballots by precinct requires that the 
                                                
5 For the November 2000 General Election, 630,000 absentee ballots were mailed.  Of the 543,000 absentee ballots returned, 
425,000 were verified and counted on election eve. 
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ballots be coded by ballot type (as was done previously) and precinct number.  When 
selecting ballot cards for fulfilling absentee ballot requests the staff must be sure to select 
the specific ballot card or the ballot will be counted in the incorrect precinct. 
RR/CC workers pick absentee ballot cards from a “pick list” that lists the number of ballot 
cards for each ballot type/precinct number combination.  The worker picks ballot cards 
segregating them by ballot type.  Other workers select the proper number of sample ballots 
to match up with the ballot cards.  Meanwhile, the envelopes are being printed with the voter 
addresses.  Finally, a Spectrum employee combines these materials and checks to make 
sure that the ballot type number is consistent prior to stuffing and sealing.  After each batch 
of envelopes is stuffed the machine is checked to see if there are any leftover envelopes or 
ballot cards.  If there are leftovers, the tray is designated for the Quality Control unit.  
Batches with no leftover materials are tagged with a red political mail tag and stacked in all-
purpose carriers (APCs) for delivery by RR/CC truck to the USPS sorting facility on Central 
Avenue in Los Angeles. 
Envelopes in batches designated for quality control are opened by a mechanical letter 
opener and queued for a quality control (QC) worker.  These workers go through each piece 
in a tray comparing the ballot and precinct number on the materials.  The usual scenario is 
that the workers pulling absentee ballot cards pulled either one too many or one too few for 
a particular ballot type/precinct number combination.  This would throw off the batch by one 
or two items resulting in leftover materials in the envelope-stuffing machines.  The QC 
workers will first try to reorganize the materials so that each mail piece has the correct 
materials.  If this is not possible, the QC worker makes a list of missing materials; these 
materials are then obtained, the envelopes restuffed and resealed and loaded onto the 
APCs. 
There may be situations where a batch has both one too few and one too many ballot cards.  
In this case, the total number of ballot cards would compare favorably with the envelopes 
and sample ballots and the staff operating the stuffing machines would not notice the 
discrepancy.  In this scenario, since ballot types are not intermixed within batches, each 
voter’s ballot would be tallied correctly for the contests and measures but a few ballots would 
not be tallied in the correct precinct.  Most likely these mis-tallies would not result in a 
material discrepancy when tallying AV ballots by precinct.  This scenario was considered by 
the RR/CC and Spectrum staff.  Detecting these types of discrepancies would be time- 
consuming and difficult and it was deemed to be an acceptable risk.  
 

Handling AV ballot delivery problems 
In the event that a voter notifies the RR/CC that a requested AV ballot was not delivered, the 
RR/CC “suspends” the mailed AV ballot (if it was indeed sent) in the VIMS system and 
sends another ballot.  Suspending the misdelivered ballot prevents it from being counted if it 
is eventually found or delivered and subsequently voted and sent in.  If both ballots are 
voted and sent in, the original ballot is counted and the second ballot is invalidated.  A 
situation where two ballots are voted can also result in a referral to the voter fraud section of 
the County District Attorney for investigation. 
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Different mail pieces and contents for General Election 
The AV ballot materials used in the November 2000 General Election are different from 
those used in the preceding March 2000 Primary Election.  The return envelope is larger 
making the pieces easier for USPS sorting equipment to handle.  Also, in previous elections, 
a small, plastic pin was inserted into AV ballot envelopes along with the ballot card and 
sample ballot.  This pin was used by voters for punching the ballot card.  This pin had a 
tendency to clog the USPS sorting machines slowing down the sorting operation and 
necessitating that many mail pieces be hand sorted.  This plastic pin is no longer being 
included in the ballot materials.  Voters were instructed to use a bent paper clip or other 
sharp object for the punching operation. 
 

Procedures used for non-RR/CC AV requests and working with political organizations 
Thousands of voters request AV ballots using AV request cards prepared by political parties 
and campaigns.  The RR/CC works with these organizations to encourage a consistent 
format for AV request cards.  This consistent format makes it easier for RR/CC workers to 
quickly identify the necessary information such as the send-to address (if different from the 
voter’s home address).   
The RR/CC notifies these campaigns regarding the deadline for submitting AV requests 
(October 31), but does not continually monitor their efforts to comply with the deadline.  Due 
to the large number of campaigns in the County, having a continual liaison with these 
campaigns to ensure compliance with the deadline is deemed impractical.  Those AV 
requests that arrive after the deadline are not honored. 
AV request cards generated by political parties and campaigns are completed by voters and 
mailed into the RR/CC.  RR/CC workers segregate these non-RR/CC AV requests for 
processing.  As mentioned earlier, RR/CC-generated AV request cards (approximately 80% 
of the total requests) have preprinted bar codes that allow expedited processing of the 
requests.  Most non-RR/CC requests do not have these bar codes and must be processed 
separately.   
Non-bar coded requests are batched and sent to the Data Entry unit on the fourth floor.  
Workers in this unit input the names and/or addresses into the VIMS voter registration 
system to correctly identify the voter and generate a record that is included in the file used 
by the Spectrum system for producing AV envelopes and picking AV ballots.  At this point, 
the non-RR/CC AV requests are treated the same as RR/CC requests and are expedited in 
the same fashion. 
 

Coordination with the USPS 
The RR/CC arranged a meeting with the USPS and their mailing vendors on September 14, 
2000 to discuss the RR/CC’s plans for mailing election materials during the November 2000 
General Election season.  The meeting was attended by 24 USPS representatives and by 
staff from Diversified Direct and Merrill Corporation, vendors handling the sample ballot 
production and sorting, and by Spectrum.  The agenda for this meeting covered: 
❑ Plans for mailing sample ballots 
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❑ Plans for mailing absentee ballots 
❑ Troubleshooting procedures in the event of delivery problems 
❑ Use of first-class postage for AV ballots 
❑ Picking up AV ballot returns at the Central Avenue SCF 
This meeting was conducted to ensure that the expectations of the RR/CC were 
communicated to all the key players and to decide on common procedures for handling 
problems. 
 

Use of first-class postage and mail confirmation 
The RR/CC had extensive communication with the USPS after several thousand AV ballots 
were apparently not delivered to voters during the March 2000 Primary Election.  While the 
fate of these ballots was never determined to anyone’s satisfaction, it was generally 
acknowledged that using third-class postage on AV ballots may have contributed to a less-
than-earnest treatment of the AV ballots at the USPS.  The delivery standard for third-class 
mail pieces is 7 to 10 days compared to 1 to 3 days for first-class mail.  For this reason it 
was decided to mail all absentee ballots by first-class for the November 2000 General 
Election.6  Using first-class postage resulted in an additional $200,000 in postage costs over 
the cost of third-class postage.  For future elections, the RR/CC will use some combination 
of first- and third-class postage to reap the financial benefits of the lower third-class rate. 
 

Quality control procedures used by the USPS and RR/CC coordination 
The USPS sorts mail at seven large sorting plants scattered around the Los Angeles 
Region.  Called Sectional Centers or SCFs7, these plants are located in: 
1. Los Angeles at Central and Florence (the main Los Angeles plant that replaced the old 

Terminal Annex facility) 
2. Santa Clarita 
3. Inglewood 
4. Long Beach 
5. Pasadena 
6. City of Industry 
7. Santa Ana 
These plants are large, industrial, tightly controlled environments where the bulk of the mail 
traversing around Los Angeles is initially sorted.  From these plants, mail is sent to other 
sorting plants around the country and the world.  Each SCF is also responsible for breaking 
                                                
6 In the past, all absentee ballots were sent using first-class postage.  However, due to the potential savings of third-class 
postage (i.e., 11 cents per piece versus 77 cents for first class) the RR/CC opted to use the lower rate for ballots delivered to 
addresses within the County.  Ballots sent out-of-state, overseas or just prior to the deadline were sent using first-class postage.  
In addition, third-class postage had been used by other large counties for years. 
7 It was never determined what the “F” represented in the SCF acronym. 
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down mail into smaller, sorted batches destined for local Direct Delivery Unit or DDU (i.e., a 
local post office).  Anyone with a mailbox knows that most mail is business bulk mail 
(commonly known as “junk mail”) and the SCFs are designed to process enormous amounts 
of business bulk mail.  Because of their similar weights and dimensions and printed 
addresses, political mail, including RR/CC mail pieces, are run through the same processes 
as business bulk mail.   
The following process map shows the procedure that was observed for handling political 
mail at the Central Avenue SCF in Los Angeles: 

 
Figure 4 – USPS sorting process 

 
Because of the time-sensitive nature of political mail, the USPS attempts to expedite 
delivery of these mail pieces.  However, due to the sheer scale of the SCFs and the volume 
running through them, it is difficult to keep track of specific batches of mail particularly third-
class mail which has a less stringent delivery standard.  The USPS has two standard quality 
control procedures for ensuring that political mail is expedited.  First, each station in an SCF 
has a red binder for logging in political mail when it arrives at a station for handling. (See the 
Appendix for a sample page from the logbook.)  In this way, a shipment of political mail can 
be tracked as it wends its way through the facility.  Secondly, each tray or container of 
political mail is designated with a red, cardstock tag.  This tag alerts any passing postal 
worker that it is political mail that should be handled with more urgency than regular third-
class mail. 
The Central Avenue SCF also instituted some additional measures for expediting these mail 
pieces.  These additional measures were intended to avoid a repeat of the March 2000 
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election problem.  At Central Avenue, the staff insisted that the RR/CC deliver AV ballots by 
1:00 p.m. every day to ensure that the mail is processed before that shift goes off duty.  The 
USPS managers wanted to handle the mail on one shift to avoid a handoff and to avoid 
mixing the AV ballots with incoming business bulk mail, mail that typically arrives around 
5:00 p.m.  The goal was to have the RR/CC mail sorted and loaded on APCs ready for 
delivery to other stations by 3:00 p.m. 
The Central Avenue staff also attempted to isolate the AV ballots on one sorting unit each 
time so that it could be monitored more easily.   
The consultants conducted four visits to the Central Avenue SCF to observe how the AV 
ballots were handled.  Each time it appeared that the pieces were isolated from the regular 
bulk mail flow and expedited.  During one unannounced visit, the USPS staff arranged for an 
ad hoc team of workers to hand sort the entire shipment of AV ballots rather than use an 
automated sorting machine.8  The ad hoc team was tightly monitored by at least three 
supervisors who chipped in and hand-sorted pieces themselves. 
The consultants also observed that the USPS staff was diligent about logging in the political 
mail shipments and using red tags to designate each tray of mail as political.  We suspect 
that our presence had a beneficial impact on the diligence that was directed to the RR/CC 
mail. 
 

Role of SCFs in processing mail and variations in quality control procedures 
A key consideration in evaluating USPS procedures is that while all of the AV ballots are first 
processed at the Central Avenue SCF (described in the previous section), much of the 
sorting actually occurs at the other SCFs and at smaller facilities scattered around the 
County.  To determine if the procedures in place at Central Avenue are used in these other 
facilities, the consultants conducted an unannounced visit to the Long Beach SCF to 
observe the handling of shipments of AV ballots.  These ballots would have been initially 
sorted at Central Avenue earlier in the day, shipped to Long Beach in the evening and 
sorted down to the DDU level during the night for delivery to the DDUs the following 
morning.  Our findings included: 
❑ The Long Beach SCF maintained red logbooks for tracking political mail but upon 

inspection it did not appear that shipments were regularly logged in.  For example, the 
logbook did not have an entry for RR/CC AV ballots for the previous seven days 
although ballots would likely have been arriving each day for sorting; and 

❑ Incoming political mail was not isolated from the regular business bulk mail nor were 
there any discernible controls for handling political mail differently. 

While there were no apparent systemic delivery problems during the November 2000 
election season, the looser controls at other sorting plants could create the potential for mis-
deliveries in the future. 

                                                
8 This manual sorting was apparently due to the limited number of zip codes in the shipment; it was decided that manual sorting 
would be faster since the pieces would end up in only a few sorted batches. 
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Conclusions 

The RR/CC has implemented bar code technology to expedite the fulfillment of absentee 
ballot requests.  Bar codes allow the efficient production of envelopes and staging of ballots 
and other materials.  The RR/CC has also implemented quality control procedures to ensure 
that voters receive the correct ballot.  These procedures require that a high percentage of 
AV ballot envelopes (we estimate 25% of all runs) must be opened after stuffing and sealing 
and double-checked.  This double-checking slows down processing and requires additional 
staff but does provide a high degree of assurance.  Given the importance of providing all 
registered with the ability to cast ballots this extraordinary due diligence is appropriate. 
Workers, most of whom are temporary, are given basic instructions on how to handle 
election transactions when they start work.  Most of this processing involves simple, rote 
tasks that do not require a more complicated training regimen. 
The RR/CC works with campaigns to achieve consistency in the format of AV ballot 
application forms and to communicate timing requirements but does not follow up to ensure 
that applications are received by the legal deadline.  Given the number of campaigns, this 
type of follow-up would be impractical. 
The USPS has improved its oversight and quality control procedures relating to time-
sensitive political mail at their main sorting plant.  Controls at other sorting plants do not 
appear to be as stringent.  The RR/CC should implement measures during subsequent 
major elections to ensure that the USPS implements measures to handle election mail with 
due care and punctuality. 

Recommendations 

Recommendation 2 – Explore the feasibility of using the sample ballot mailing house 
for the initial AV ballot mailing; use first-class postage for subsequent AV ballot 
mailings 
The RR/CC should explore the feasibility of using Diversified Direct for sorting and delivering 
the initial run of AV ballots (generated for permanent absentee voters).  Diversified Direct 
delivers most sample ballots directly to DDUs bypassing the large USPS sorting plants and 
shaving off a day or two in delivery time.  By using Diversified Direct, RR/CC could use third-
class postage for the AV ballots and expect expedited delivery at a lower cost. 
Subsequent shipments of AV ballots should continue to be sent using first-class postage 
and handled by the Central Avenue plant. 
 

Recommendation 3 – Use monitors and spot-checking at USPS facilities 
Although the USPS implemented tighter quality control procedures at the Central Avenue 
SCF during the November 2000 election period, procedures at other SCFs may not be as 
secure.  In addition, should quality control measures at the SCFs lapse, the RR/CC is not in 
a position to know until delivery problems arise and requested materials do not arrive at 
voters’ residences.  To alleviate these risks, the RR/CC should assign a small staff (e.g., two 
or three individuals) of monitors to perform spot checks of USPS facilities during processing 
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of RR/CC political mail.  These staffpeople should conduct scheduled and unannounced 
visits at the seven SCFs during the election season.   
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Processing Returned Absentee Ballots 

Questions to be Answered 

Specific questions posed by the Los Angeles County Board of Supervisors include: 
❑ Evaluate the Department’s procedures for processing absentee ballots returned by 

voters; 
❑ Assess the process for validating voter signatures and use of technology to do so; 
❑ Assess the methods used to make sure absentee ballots are sorted correctly by ballot 

type in order to be properly counted; 
❑ Assess the process for handling absentee ballots that are damaged or have other 

problems to correctly record the voters’ intent; and 
❑ Evaluate the Department’s arrangements with the U.S. Postal Service for absentee 

ballot pick-up at the closing of polls on Election Day. 

Subprocess 

The process for handling returned absentee ballots is depicted in Figure 5: 

Figure 5 – Absentee Ballot Returns Process 
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Findings 

AV ballot sorting and tally procedure 
In 1999, legislation (AB 1530) was enacted that requires registrars to tally absentee ballots 
by precinct for the November 2000 election only.  The law required counties to somehow 
mark absentee ballots or the return envelopes so they can be counted by precinct.  The 
objective of the legislation is to provide more complete voting data; previously, absentee 
votes were tallied by ballot style rather than separately according to the precinct where the 
absentee voter resided. 
In response to AB 1530, the RR/CC has implemented a system of labeling the actual AV 
ballot cards with a precinct identifier.  This method represents a risk averse approach to the 
problem by protecting the integrity of vote counting by maintaining a paper trail (i.e., the 
precinct coded ballots).  The major disadvantage is that staging AV ballot cards for insertion 
into envelopes requires a careful selection of ballot cards to ensure that each absentee 
voter is using the correct ballot card. 
Once the AV ballot cards are returned (by election day) and signatures are verified, the 
ballots are run through the automatic ballot card readers in the same manner as regular 
precinct ballots. 
 

Use of Spectrum ballot sorting process 
The Spectrum system for AV ballot processing has the potential to greatly increase AV 
ballot process productivity.  The key impediment to processing AV ballots is the need to 
visually compare each signature on the AV ballot return envelope with the signature on file 
at the RR/CC to ensure that the person registered is the one who voted the ballot.  In 
previous years, workers had to obtain signatures on file by searching microfilm records of 
registration affidavits.   With the advent of digital imaging, images of voter registration 
affidavits can be queried from a desktop computer using searching logic such as name, 
voter ID number, street address, etc.  The VIMS system increases efficiency further by 
allowing workers to compare multiple signatures at the same time.  The Spectrum system 
also prepares electronic indexes that bring up imaged voter signatures in the same order as 
AV ballot return envelopes.  This allows workers to verify signatures in sequential order 
rather than search around for each signature as each envelope is processed. 
The Spectrum system is driven by the creation of an electronic index of voter ID numbers.  
This index is generated by running AV return envelopes through high-speed sorting 
machines at a private facility in Santa Ana post.  The sorting machine reads the bar-coded 
voter ID number printed on each envelope and creates the file.  The envelopes are then 
sorted into the same order as the indexed ID numbers.  The index file is then uploaded onto 
the RR/CC computer and used to display the imaged voter signatures. 
 

Signature verification procedures 
RR/CC workers verify the authenticity of the AV ballots by comparing the signature on the 
return envelope against the signature on file.  Most of these signatures are displayed on the 
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screen in sequential order from imaged signatures but occasionally a worker will have to 
make a copy of the voter’s registration affidavit from microfilm to compare against. 
Workers compare the handwriting of the two signatures to ensure that the signatures were 
written by the same individual.  Signatures that are not obviously similar are noted with a 
“challenge code” and set aside for further research.  The Research Unit will have another 
look at the signatures and make the determination whether to accept the signature or not.   
Comparing signatures can be difficult if the signature on file was drawn from a voter 
registration form filled out years ago.  Many of the signatures are so illegible that they do not 
convert well into a digital image.   
Even with productivity gains from imaging and sorting, the manual signature verification 
process is a tedious and time-consuming process compared to processing precinct ballots.  
Election administrators will probably have to explore additional productivity measures to 
address the increasing popularity of absentee voting.  One technology that shows promise is 
electronic signature verification.  This method involves using a computer program that 
compares a pair of imaged signatures and calculates differences in pen strokes.  If the 
difference is below a preset threshold, the signatures are deemed to be from the same 
individual.  Using electronic signature verification would automate a significant portion of the 
absentee ballot workload.  Some signatures would fall above the threshold for electronic 
verification and would have to be examined by hand.  This technology is currently used by 
banks for comparing signatures on checks and signature cards with an acceptable degree 
of success.  Election technology vendors are exploring its adaptability for election 
administration. 
 

Processes used for damaged or spoiled ballots 
The RR/CC has a small unit dedicated to processing damaged or spoiled ballots.  These 
workers examine damaged and spoiled ballots, including AV ballots, and re-create the ballot 
using a new ballot card if the voter’s intent can be determined by examining the damaged 
ballot.  Holes are punched in the replacement card and the new card is included in the vote 
tally.  The original card is retained along with the new card in case of a recount. 

 
Picking up absentee ballots at the USPS 
The RR/CC picks up voted AV ballots every morning at around 7:00 a.m.  These ballots, 
along with other RR/CC mail, are stored in trays on a rack in a designated area of the 
Central Avenue facility.  The RR/CC also makes a final pickup of AV ballots at 8:00 p.m. on 
election day.  Any absentee ballots arriving after this time are not counted. 

Conclusions 

The validation of voter signatures affixed to absentee ballot return envelopes is the most 
tedious and time-consuming election transaction.  The RR/CC has implemented scanning 
and sorting technology that significantly increases the productivity of absentee ballot voter 
signature validation.  Given the ever-increasing popularity of absentee voting, the 
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investment in technology and process improvements is appropriate.  The RR/CC is looking 
into additional productivity-improving technology such as automated signature verification.9 
In response to changes in State election laws, the RR/CC has implemented a new method 
for coding absentee ballots by ballot type and precinct number.  This new coding method 
requires a more tedious and meticulous process on the front-end for preparing absentee 
ballots but also results in a much better paper trail backup of election results.  We feel that 
the RR/CC made the correct decision in selecting this process and method of counting. 
The RR/CC also has a fair and accurate process for handling spoiled and damaged ballots 
so long as the voters intent can be discerned.   Finally, the RR/CC has an appropriate 
procedure for picking up absentee ballots at the USPS main sorting plant on election eve. 

Recommendations 

Recommendation 4: Implement process changes to facilitate more efficient, large 
scale absentee voting  
To mitigate the high processing costs of handling AV ballots, the RR/CC should pilot the use 
of electronic signature verification.  Electronic signature verification would greatly expedite 
the tedious, time-consuming job of signature validation associated with absentee ballots.  
Electronic signature verification requires an extensive database of intelligible, imaged voter 
signatures.  As new signatures are obtained from voters (either through registration 
updates, absentee ballot requests and absentee ballot return envelopes), they would either 
augment or replace older, less intelligible signatures already imaged and on file.  Over time, 
the database of imaged signatures would improve in quality making electronic signature 
verification more effective. 
 

                                                
9 Although electronic signature verification has been applied successfully in banking applications its use in elections has not 
been attempted at this time. 
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Appendix 

This appendix includes several reports and forms referenced in the body of the report: 
❑ Political Mail Log report format used by the U.S. Post Office for tracking the movement 

of political mail through their sorting facilities; 
❑ Absent Voting Status Report showing the cumulative number of requests received or 

updated, AV ballots mailed or returned and the number of snags related to AV ballot 
returns (e.g., no voter signature, spoiled ballot, etc.); 

❑ Absent Voter Progress Report showing the daily cumulative totals of AV ballot requests 
received and fulfilled and the number of AV ballot returns received; and 

❑ Workload and Personnel Status for Data Entry Report showing the daily status of 
election transaction processing.  The report shows the number of transactions 
completed and outstanding and the number of personnel assigned to each transaction 
type. 

 
 
Although electronic signature verification has been applied successfully in banking 
applications its use in elections has not been attempted at this time. 



POLITICAL MAIL LOG 

Post Office: Supervisor: 

ZIP-fl4: 

(a) (b) (c\ (d) (e) (f) (g) (h) (I) 
Date 

Quantity Date of Distributed Amount (pcs) Amount 
Name of Candidate or DatefTlme Received# Election (or Dispatched Not Delivered (pcs) to 

Polillcal Maller Description of Malling Received of pcs req. del.) or Delivered by Deadline UBBM Comments 

' 
• 



i;.1-i;.1.,, 1 J. up1,;:. ur r J.1,.,c. NUV 14'UU 1�:4� No.003 P.03 . . 

�!'.:NT VOTI !'lie; ST A TUS REPORl 

GENERAL ELECTION NOVEMBER 7. 2000 

.-\(.TIVITY l)A TE: Nonmht·r 7. ::ooo 

Request R('cciHd* & 627,62 l 

Be Read 0 

Requests tpdatcd"' 640,082 

To Be Updated# 0 
Data Entry 

Absent Voter Ballots Mniled/hsued & 

Ready To Mail 

To Be Proc0ss0d 0 

0 12.000 
Wand Snag/Dup 

0 
Envelopes to be rnadc Machint: & Manud Insertion 

AV Ballots Returned*@ 

AV Ballots l .. pda1cd"" (Docs not include Sig Verification) 

/\ V Bollots In B� Updat�d (Scanned & Sig Verification l 

/\. V Ballot:s Processed Ready for Boards (Approximately") 

AV Ballots Processed R�ady for Counting ( Appmximately)�), 

Ballot Snags 

No Signnturcs 

2nd Spoiled lsslK'd 

2nd Request I dephone 

Total Rccciwd 

Total Cleart'd 

To Re Wnrk�d % 

1-'2 Tra�·s 

12.000 

0 

0 
QC 

443,079 

34,000 

������������------����--��������� 

& Dot's nm include Touchscreen requests 
@ Does no1 include .\ V Ballots returned from Pl>lls 

"' Cumulatiw and Too I.ate Request. Hand Cnunt 
# Includes Snags. ()ups 
% Too lates to be mailed 
c: C. McConnack 

D. Bonds 
L. Patterson 

G. Romero 
Doc. Rec. Sups. & Revised 

arn:eJ1.t>oc.Rec.Stan1s.GenOO 

617,161 

0 

�65.185 

2.000 

403,800 

4,540 

745 

2,115 

R.260 

6,981 

J,279 



<::!" 
0 
CL 
t0 
0 
0 
0 
z 
t0 
<::!" 
N 
.-I 

0 
0 
<::!" 
.-I 

::::> D 
z 

w 
u 
1-i 
LL 
LL 
0 
(/) 
z· C) 
1-1 
1-
u 
w· 
_J 
w 

GENERAL ELECTION 

LOS ANGELES COUNTY 

REGISTRAR-RECORDER/COUNTY CLERK 

ABSENT VOTER PROGRESS REPORT 

DATE I REQUESTS BALLOTS 

MAIL 
RECEIVED COUNTER 

Oct. 31 I S,528 

Nov: fl 11 607 
··1 t,806 � -

3! 965 
4 391 

s 267 
�. 651 
7 282 
B 0 
9 0 

10 0 
1 l 0 
12 0 
11 0 -
, ,, 0 
I� 0 
16 0 
17 0 
18 0 

19 0 
20 0 
21 0 
22 0 
23 0 
24 0 

25 0 

26 0 
21 0 
28 0 
29 0 

c: C. Mc Conn.Kl< 
D. ISonds 
L. l'.1tterson 
Al' \up�. 

621 

323 
294 
399 
495 
523 
672 

1,031 
0 
0 
0 
0 
0 
0 
0 
0 
0 
0 
0 

0 
0 
0 

0 

0 
0 

0 

0 

0 

0 
0 

DAILY CULMULATIVE COUNTER. DAILY 

TOTAL 

16, 149 
607 

2,413 
3,378 
3.769 

4,036 
4,687 
4,969 . 
4,969 
4,969 
4,969 

4,969 
4,969 
4,969 
4,969 
4,969 
4,969 
4,969 

4,969 
4,969 
4,969 
4,969 

4,969 

4,969 
4,969 
4,969 

4,969 
4,969 
4,969 
4,969 

TOTAL HAILED PICK·UP TOTAL 

618,915 11,711 621 
619,230 8, 110 323 
619,532 10,.301 294 
619,931 2, 105 399 
620,426 1,027 495 
620 949 0 523 
621,621 0 672 
622.652 0 1,03 I 
622,652 0 
622,652 0 
622,652 0 
622,652 0 
622,652 0 
622,652 0 
622,652 0 
622,652 0 
622,652 0 
622,652 0 
622,652 0 
622,652 0 
622,652 0 
622,652 0 
622,652 0 
622,652 0 
622,652 0 
622,652 0 
622,652 0 
622,652 0 
622,652 0 
622,652 0 

*PAV *Declares 

Pagl!' I 

0 
0 
0 

0 

0 

0 
0 
0 
0 
0 

0 

0 
0 
0 

0 

0 
0 
0 
0 
0 
0 
0 

12,332 

8,433 
10,595 
2,504 
1,522 

523 
672 

1 ,03 1 
0 
0 
0 

0 

0 
0 

0 
0 

0 
0 

0 

0 

0 
0 
0 

0 

0 
0 

0 

0 

0 

0 

CUMULATIVE 

TOTAL 

591,881 

600,314 
610,909 
613,413 
614,935 

615,458 
616, 130 
617,161 
6 1 7, 1 6 1 
617,161 

6J7,l61 

617,161 

617,16! 

617,161 

617, lb! 
617,161 

617, 161 
617, 161 

617,161 

617,161 

617,161 
617,161 
617, 161 

617, 161 
617,161 
617, 161 
617, 161 

617,161 

617,161 
617,161 

NOV. 7, 2000 

RETURNED BAUOTS 
DAILY CUMULATIVE 

TOTAL 

50,400 

34,781 
36,58 l 
40,031 
4l,460 

26,806 
5,556 

28,385 

0 
0 
0 
0 

0 
0 
0 
0 
0 
0 

0 
0 

0 
0 
0 

0 

0 
�- � � --· 

0 
0 
0 

0 
0 

TOTAL 

Z29,479 

264,260 
300,841 

. 340,872 
382,332 
409, 138 
414,694 

443,079 
443,079 
443,079 
443,079 

443,079 

443,079 

443,079 

443,079 

443,079 

443,079 

443,079 

443,079 

443,079 
443,079 
443,079 
443,079 

443,079 

443,079 
--·-

443,079 
443,079 

443,079 

443,079 

443,079 

#Too lates 



t:.Ll:.lllUN� OFFICE ID:3108632039 NOV 14__'._00 12:45 No.003 P.07 

November 14, 2000 
Activity for: November 13, 2000 

TO: 

fROM: 

Lorraine Patterson if. Q 
Dorothy Scates � 

SUBJECT: Workload and Personnel Status for Data Entry 

JOJJ J)J<�SCRIPTJON 
AFFJDAVITS 
Microfilming 

Sc1111ning (New) 

Affidavits Updated 11/l0/00 
Linking Affidavits/Microfilming Update 

Snag Affidavits 
Cancels (10,367) 

Felonies (l,075) 

SPRCIAL PROJF..CTS 
OMV 
VNCCards 
LACERA ELECTION 
Return H11Jlots 

UOSTEH. NO'n;s 
Primary Election 
MISCELLANEOUS!VOTER UPDATE 
Voter Correction & Cnncellntions/Office 

PETITIONS 
Hollywood Proposed Tncorp. (38,003) (I, 140) 3% 

Hollywood Proposed Incorp. (38,003) I 00% 

Hollywood Proposed Incorp. Supplemenlal (7,291) 

South El Monte Recall (I ,402) 

Manhattan Beach Conservation Act (3,562) 

Pasadcm1 City Ordinance (12,112) 
GENERAL ELECTION 1117100 

AV ilallots 
Provisional llallois (8 I ,607) 

c: Conny McCormack 
Darlene Bonds 
Michael Petrucello 
Torn Lopez 
Steve Logan 
Ray Ching 

TOBE l'.ERSONN.EL DATE 
COMPLETED WORKED ASSIGNED CERTlFIED 

0 198,198 0 .. 
0 0 

75 562 
45,580 7,804 

0 21 

5,436 4,041 
50 J,025 

3,804 0 
20,933 0 

l,19.3 0 

23,462 0 

0 0 

1 ,140 0 

38,003 0 

1,544 5,747 
l ,402 0 

3,368 194 
10,414 1,698 

10,225 0 

2,275 99,264 

0 0 
TOTAL 

Personnel Out: Perm - 1 ; Rec - 11 
Supervisor Out - O 

0 

1 
0 

0 

0 
0 

0 
0 

0 

0 

J 

0 9/6/00 

0 10120/00 

6 
0 10/3/00 

0 10/23/00 

0. 10/30/00 

21 

IOI 

0 

130 

NOTE: *Microfilming cca.�ed 10/6/00, and resumed on 10/23/00. 

On updated afOdavlts, To be mlcrofihncd 198,198. 

*Clt.y Clerk requested to Uop at *ufficient .1111u1unt. 

DATE DUR 

9/22/00 

10/20/00 

ll/20/00 

10111100 

10124100 

11/15/00 



COUNTY OF LOS ANGELES 

REGISTRAR-RECORDER/COUNTY CLERK 
12400 IMPERIAL HWY. - P.O. BOX 1024, NORWALK, CALIFORNIA 90651-1024 

CONNY B. McCORMACK 
REGISTRAR-RECORDER/COUNTY CLERK June 29, 2001  

TO: 

FROM: 

J .  Tyler  McCauley 
Auditor-Control ler 

Con ny B .  McCormack � � 
Registrar-Recorder/Cou nty Clerk 

S U BJECT: RESPONSE TO MANAGEMENT AUDIT AND S UPPLEMENTAL 
ELECTION TRANSACTION R EVI EW AUDIT 

Attached is ou r  Department's fina l  response to the November 2000 Management Audit and 
Jan uary 2001 E lection Tra nsactions Review and follows ou r  November 1 6, 2000 i nterim 
response. Although we p lanned to have this in-depth response and action p lan submitted 
by the end of March , we were delayed due to the requ i rement to conduct three major 
unschedu led special elections: the 24th State Senate District on  3/6/0 1 ,  the 32nct 

Congressional  D istrict on  4/1 0/0 1 , and the 49th State Assembly D istrict on  5/1 5/0 1 . As 
such, I apolog ize for th is delayed response. 

Overall, we agree with m ost of the findings in the Management Audit (52 finding 
recommendations) and the January 2001 supplemental E lection Transactions Review 
Audit (4 finding recommendations) .  We appreciate the considerable amount of time 
Strategica Auditors devoted to thorough ly assessing o u r  p rograms,  ope rations, staffing 
and the future d i rection of the Department into the 2 1 st century. Of the combined 56 
find ings from these two Audits , 1 9  have a l ready been implemented . We also appreciated 
the Audit's n umerous positive comments and recogn it ion of the many p ro-active customer 
service enhancements ou r  Department has made over the past five yea rs .  

Additional ly, we were pleased t o  see the posit ive refere nces to the s ignificant operational  
changes that h ave occurred and/or are a l ready u nderway i n  both the Election  and 
Recorder bureaus. These changes have highl ighted a critical fou ndational  deficiency in  
the lack of adequate m id- level management staffing of  ou r  Department. The Audit fu l ly 
recogn ized this major p roblem by recommending the a l location of ten Assistant D ivision 
Manager posit ions to fi l l  key gaps in  our organizational  structure and to bridge the "critical 
th inking" needs between Section Head employees and MAP P  D ivision Mangers .  If 
a l located, these Ass istant Divis ion Managers ,  i n  concert with other important mid
m anagement items requested in our  FY 200 1 -2002 budget s ubmiss ion ,  with a l low our  
Department to ful ly address and implement the referenced improvement 
recommendat ions .  I ncluded in  our  Department's request for FY 2001 -2002 were 1 08 new 
budgeted positions,  offset by the el imination of 58 positions which a re no longer germane 
or meet the ma in m ission and objective of our  Department. We a re req uesting CAO and 
Board funding support of $3. 1  mi l l ion to a l low our  Depa rtment to achieve the 
recommendations and i ntent of the Aud its and to further enhan ce customer service 
de livery. 
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Page 2 

I n  our i nterim report, we agreed with the Audit recommendation to formal ize a strategic 
p lan for the Department. On Apri l 26 ,  2001 we entered i nto a contract with the 
Management Audit firm Strategica to oversee deve lopment of a Strategic P lan in 
conjunction with o u r  Department's management team. Yesterday we held our first al l day 
Management Strategic P la n ning Forum .  A second one is schedu led for August 29, 2001 
and is  intended to be the synthesizing forum for the complet ion of our  Strateg ic P lan s lated 
for October, 2001 . The fina l ization of this p lan wil l  provide clarity and continuity of vision 
for our employees , partners ,  stakeholders and County fam ily. 

With regards to the I nformation Technology ( IT) Audit comments and recommendations in 
Findings I category ,  we bel ieve the findings reflected an overa l l  genera l ization of IT 
projects and events and u nderstated the degree of sign ificant techn ology system 
convers ions a nd o rganizational change that affected the Department in 1 999-2000. As 
such,  we i ncluded a n  ove ra l l  observation narrative to ful ly expla in occurrences i n  addition 
to addressing the specific IT recommendations.  

In conclus ion ,  myself and our  management team a re p leased with the overal l  tone of the 
Audit, the many meaningfu l recommendations ,  and the recogn it ion that m id-level staffing 
augmentation (with CAO and Board funding support) is crucia l  to our Department's long
range abi l ity to function .  Add it ional ly, we appreciate the Aud it's recogn ition that the 
Department can boast a h ig h  level of employee satisfaction based on su rvey responses, 
that our  stakeholders hold us  in  high esteem, and that, above a l l ,  we recogn ize the main 
goa l  of p roviding superior  public service as our  i nherent vision. 

We look forward to working with you and you r  staff, the Board of Supe rvisors ,  Chief 
Admin istrative Office, and Department of Human Resou rces ,  in the implementation of 
these recommendations. 

Fs:kcs 
Attachment 

c. Each S upervisor 
David E .  Janssen 
Michael J. Hen ry 



R ECOMMENDATION A-1 :  

AUDIT R ESPONSE STATU S  
J u n e  29, 2001 

Deve lop a formal R R/CC strategic plan n i ng p rocess a n d  p lan that sets a n  a n n u a l  
a ction agenda for the Department a n d  its d ivis ions. 

Response: The Department agrees with th is recommendation and, at the beg inn ing of 
2001 , commenced the p rocess of h iring  a consu ltant to develop a viable Strategic P lan . 
Using the CAO's Master Agreement l ist for consultants in  th is a rea,  a contract with the 
selected consultant was executed on  Apri l  26,  2001 at a cost of $50, 000. The first of two 
management retreats wi l l  be held on  June 28 fol lowed by a second management 
session dedicated to Strategic P lann ing on August 29, 200 1 . The specific goals of 
these meetings include col laborative efforts by a l l  Managers relative to ( 1 )  identifying 
issues of strateg ic importance to the Department; (2) identifying strategic opportun ities 
for service and reven ue enhancement, cost reduction and operational  improvements; 
(3) developing a m ission statement to commun icate our Department's sense of p u rpose 
and provide validation for work performed; (4) developing strategic p rinciples to gu ide 
Department investment and decision making ;  (5)  identifyin g  strategic options and 
a lternatives to address issues and rea lize opportun ities ; (6)  synthesizing a strategic p lan 
that serves the Department for the next 5-1 0  yea rs and a lso integrates with the County 
strategy; and (7) commun icating the developed strategy to employees, partners and 
stakeholders of the broader County government commu nity. Completion is p lanned for 
October 200 1 . Additiona l ly, the Departments'  Personnel  Office has been assigned the 
responsibi l ity for participating in the Countywide inter-Departmental strategic p la n n ing 
p rocess. 

RECOMMENDATION 8-1 : 

Augment the types of performance measures monitored by the R R/CC .  

Response :  The Departme nt agrees with th is recommendation .  The audit po ints out  a 
s ign ificant n u mber of performance measures are currently in  p lace. The Department's 
existing management staff have been i nstructed to identify othe r  performance measures 
that wou ld be viable and mean ingfu l .  Determination of additiona l  measu res a re a lso 
a nticipated once the ful l  com,plement of executive a nd management staff, 
recommended by the a ud it ,  a re h i red. This wil l  a lso be a focus of ongoing management 
retreats . Identification of additional  performance measures is a nticipated by June 2002. 

RECOMMENDATION 8-2 : 

Develop a user-friendly reporting format. 

Response: The Department agrees with h is recommendation .  Because of the 
significant admin istrative effort of this recommendation and the inherent nexus to 
recommendations A-1 and 8- 1 ,  the Department wil l  imp lement this recommendation 
upon the comp letion of those items anticipated by December 2002.  



R ECOMM E NDATION C-1 : 

Define ove ra l l  strategy for a d m i n istering elections. 

Response: The Department currently has an overa l l  strategy and extens ive 
documentation for administering e lections including a comp rehens ive calendar of 
events for p lann ing a nd admin istering each e lection as wel l  as a robu st post election 
review/critique  p rocess culminat ing in  a written document with recommendations that 
a re mon itored for comp letion .  We do agree that there shou ld be a comp rehensive 
written document outl i n ing the overa l l  strategy for admin istering elect ions. This wil l  be 
accompl ished in two phases; the first involves completion of a Department-wide 
Strategic P lan focusing on the long-range pu rpose, goals, expectation s  a nd technology 
advancements in meeting the main m issions of the Department (as o utl ined in 
Recommendation A-1 ) . Phase two concentrates on ind ividua l  B u reau  goals and 
objectives a nd wi l l  incorporate operationa l ,  p rocedura l ,  legis lative and technological 
enhancements at a functional  p rogram leve l .  Completion of recommendation C-1 is 
anticipated by December 2002. 

RECO M M E NDATION C -2 :  

Eval uate a lternatives for address i n g  pol l  worker s hortages. 

Response: The Department agrees that the recruitment of pol lworkers is a serious 
conce rn shared by every County in  the State and Nation .  Beg inning in 1 998 , the 
Department instituted several creative new programs to augment pol lworker 
recruitment,  such as the h igh school Student Poll Worker Progra m ,  the voluntary 
County Employees Pol l  Worker P rogra m  and the Mu lt i l ingual/Accessibi l ity P rogram. 
These award-win n ing p rograms h ave grown with each e lection and h ave been so 
successful that they have been emulated throughout the Un ited States i n  a n u mber of 
jurisdict ions .  

The Department is a lso addressing th is critical issue by req uesting new "staff level" pol l  
worker recru it ing posit ions in  the Departments' FY 2001 -2002 budget. I n  o rder to 
achieve the goal of exponential g rowth in  these new recruitment methodologies, such 
new positions are essential to a ugment the exist ing clerical pos itions in o rder to p rovide 
critical th ink ing abi l ity and ana lysis to this labor-intensive process .  S uch  new positions 
wil l  a l low for needed structural reorgan ization of the polls and officers section by 
designating specialty sub-u nits to institutionalize and enhance these a lternative 
pol lworker recruitment processes.  O nce these new modu les are fu lly operationa l ,  other  
progressive recru iting a lternatives can be incorporated , such as i nce ntive pay for 
outstanding po l lworkers and those who recruit friends and neighbors to work with them 
at the pol ls, a college student pol lworker p rogram,  increasing pol l ing p lace rental and/or 
pol lworker stipends,  expanding electron ic voting methodologies , etc. Working on  
recommendation  C-2 wi l l  be an on-going effort with the specific objective of  comp leting 
the ambitious goal of "one County Employee in  each of the 5 ,000 vot ing locations" by 
November 2002. 

2 



RECOMMENDATION C-3 :  

I mplement new web s ite fu nctions. 

Response: Completed . As the aud it correctly po ints out, the Department's website is 
very robust and conta ins  a n umber of interactive options in  both E lections and Recorder 
operations to p rovide vita l information without having to travel to the main headquarters 
o r  branch office to receive services . Recent enhancements include:  pol l ing p lace look
up by voter's address; sample bal lot specific to each voter's bal lot style avai lable by 
inputting address; l ive, e lection n ight resu lts; d i rectory of publ ic officials available by 
voter's address; on- l ine cand idate fi l ing ,  on-l ine fi l ing of business names for Recorder 
services, download ing Recorder a nd Election forms ,  etc. O u r  Department is un ique in 
having translated info rmation for mu lt i l ingual voters on  it's front  page as wel l  as 
information for voters with d isabil it ies. Add itional ly ,  the Department is working toward 
an ambitious p lan to make it's website accessible for bl ind users i n  compl iance with new 
national standards p romu lgated by the federal Access Board .  With rega rd to the 
specific recommendation conta ined in the audit ,  the Departme nt is currently working 
with the Secretary of State and the State's Fai r  Pol itical Practices Commission (FPPC) 
regarding the feasibi l ity of enacting a seamless on-l ine system for campaign and 
cand idate statement fin an cial  data. We have schedu led a meet ing next month with one 
FPPC Chairman to further th is goal .  Because our  Department is conti nua lly p roactive in 
upgrad ing our  website capabi l ities including lead ing the County's efforts in website 
access to the bl ind,  we consider this recommendation com plete. 

RECOMMENDATION C-4 : 

Implement process c h a n ges to faci l itate more efficie nt, larg e  scale absentee 
voting.  

Response: Completed. Du ring the time of the audit ,  the Department p i loted a new, 
a utomated process for absentee bal lot packaging (March and November 2000 
elections) .  I ndeed , comp lying with the new state law to count absentee bal lots by 
precinct ( instead of by bal lot style) wou ld have been virtua l ly impossible without this 
new automated p rocess . Using this new system a llowed preparation of the record-high 
620,000 absentee bal lot packets for the November 2000 election in a t imely manner. 
The success of this p i lot p rompted the Department issue an RPP on May 2, 2001 for 
vendors to provide absentee bal lot material processing for a p roposed term of three 
years with two optional  one-year  renewal extensions. The Department plans to execute 
a contract in early August 2001 in t ime for use in the November 2001  and statewide 
2002 elections to cont inue using th is a utomated process a nd further augmenting it by 
digitally capturing voter s ignatures from e ither the absentee voter appl ication form or 
returned absentee bal lot e nvelopes for speed ier comparison with the voter reg istration 
signatures. This methodology wi l l  a l low d isplaying both signatures s imultaneously on 
the PC monitor for data e ntry operators to visually compare and code absentee bal lots 
as "accepted" o r  "chal lenged/rejected" .  Add itional ly, deve lopment p lans are i n  progress 
for expanding th is absentee system to include electron ic d ig ital  comparison of 
appl ication/reg istration s ignatures to exped ite the signature verification p rocess and 
possibly reduce elect ion costs. If successfu l ,  we wil l be the first election jurisd iction to 
implement such a n  appl ication of electronic signature comparison outside of the 
banking industry. 
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RECO M M E NDATION C-5 :  

Enhance staffi n g  a n d  monitori ng o f  election d a y  ca l l  ce nter. 

Response: Completed and in place for the November 2000 election .  A number of 
procedu ra l  a nd system enhancements have been made to expedite the hand l ing of 
incoming Elect ion Day telephone cal ls wh ich swel l  at t imes to as many as 1 0, 000 cal ls 
per hour! There a re 1 96 interactive , phone l ines n ow in  place to provide voters 
automated pol l ing place information.  When the voter keys i n  h is/her  address and 
birthdate information ,  the interactive voice response (IVR) system automatical ly, without 
h uman intervention ,  connects that information on  the voter fi le with the l ist of 5 ,000 
pol l ing places.  Add ition ally, in November 2000 the Department expanded to 96 the 
"l ive" operator l i nes that are activated on major e lection days . Staff telephone coverage 
(supervisors and clerica l staff) in the Absentee Voting a nd Voter Reg istration Sections 
are now staggered du ring morning/even ing break and l unchtime hours to provide 
seamless coverage.  Telephone logs are generated for m ajor e lections a nd evaluated to 
determine the n umber of completed cal ls as wel l  as abandoned cal ls .  Automated 
service message menus have been developed to d i rect customers to the correct 
Division/Sect ion for information or submitt ing requests . Extra telephone l ines have 
routinely bee n  added to the existing communication network and additiona l  l ines have 
been i nstal led for  a utomatically forward ing l ines betwee n  sections to reduce the 
custome r  waitin g  period for on-hold cal ls .  Add it ional ly, more voters find the needed 
information  on o u r  Department's interactive website . Deve lopment of a robust 
partnersh ip with a l l  County l ibraries, 88 city clerks, Leag ue of Women Voters , pol itical 
parties and election advocacy groups now provides sig n ificant additional  resources for 
voters to receive needed information ,  including pol l ing place lookup which is the most 
common (95%+) question asked by cal lers on  election day. 

RECOMMENDATION C-6:  

E n hance m ulti l i ng u a l  a n d  ADA-related access .  

Response: Th is has been and  contin ues to  be  an on-go ing ,  p riority process of  the 
Departme nt. I ndeed , ou r  Department's mu lt i l ingual  (ML) assistance progra m  and the 
ADA compl iance/enhancement program resu lted th is yea r  in recogn it ion by the National  
Commission on E lect ion Reform (co-chaired by former P residents Carter and Ford) a nd 
received a NACo Ach ievement award i n  June 200 1 . Additiona l ly, advocacy 
organizations representing M L  and d isabled voters point to Los Angeles County as the 
leader to emu late with respect to compliance with laws mandating accessible pol l ing 
locations and development of creative programs for d isabled voters , including the bl ind 
and visual ly impa i red . H owever, admin istering these programs is very expensive. The 
cost of admin istering the mu lt i l ingual  written and oral  assistance programs to provide 
election materials and services in seven languages for the November 2000 e lection 
exceeded $2 .5  mi l l ion of the $2 1 mi l l ion overal l  e lection cost. The Department has 
demonstrated proactive behavior in  numerous ways , includ ing the Assistant R R/CC for 
Election Services participation as a key member of the National E lection Center's task 
force in th is a rea .  I n  this capacity, the Department was responsible for coord inat ing and 
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RECOMMENDATION C-6: (Cont'd) 

implementing  a nationwide mai l ing of ADA "how to comply" materials i n  early 2000 in 
advance of the national e lection .  Part of this packet included deve lopment of a new 
pol ls accessib i l ity su rvey wh ich has been used by the Department to re-survey ALL of 
the County's nearly 5,000 pol l ing s ite . The Department has identified 347 pol ls as being 
non-accessible for various reasons.  Department staff h ave u ndertaken an ambit ious 
p lan to e ither re-locate o r  provide mod ifications to each of these locations by March 
2002 toward its goals of 100 percent accessible goals for the voters of Los Angeles 
County. We have been informed by the American Associat ion of Persons with 
D isabi l ities that their  award for excellence wil l  be given to ou r  Department at the 
organization's annua l  meeting in August 2001. 

The vol untary tra ns l iteration p rog ram ,  which is the process of reproducing phonetic 
sounds as closely as possible from one alphabet or writ ing system to another, is now 
institut ional ized , having been successfu lly implemented i n  elections he ld i n  2000 and 
2001. The languages for which transl iteration m ig ht be useful are Ch inese, Japanese 
and Korean .  O u r  Department has an ongoing concern with pote ntial  l iabi l ity of 
inadvertently translating a candidate's name into a n  undes i rable context. One example 
occurred when a cand idate's name was trans l iterated i nto Ch inese as "useless 
gentleman".  To date, m inority language commun ity organ izations and media h ave been 
very proactive in assisting with the transl iteration review process . The Department has 
no plans to suspend th is d iscretionary, transl iteration program .  

RECOMMENDATION C-7 : 

Delay voti ng booth replacement. 

Response: Completed . The Department agrees with th is recommendation and has 
suspended efforts for wholesale replacement of a l l  40,000 a rchaic wooden voting 
booths.  However,  voting booth repair  is an  on-going and expensive p rocess (wood ,  
canvass , labor) a s  wel l  a s  requ ir ing the cost o f  booth del ivery p rior t o  each e lection .  
Consequently, when a once-in-a-l ifetime opportun ity arose to  buy stu rdy, portable 
a luminum voting booths in excel lent condition from Rivers ide County for less than 10% 
of thei r  orig ina l  cost, ou r  Department submitted on  Apri l 16, 2001 a bid of $20 apiece to 
purchase 6,350 booths .  On May 5, 2001 our  Department was awarded the bid and the 
$127,000 purchase p rice is to be paid in the first q uarter of FY 2001-2002 from the new 
FY funds. Consequently beginn ing with the November 2001 U DEL Election ,  these 
portable booths will be p icked-up by the pol lworkers at tra in ing classes, saving tens of 
thousands of dol lars in delivery costs each election (the wooden booths requ i re costly 
del ivery) . Once financia l  support is identified to ach ieve the Department's long-range 
strategic p lan to replace the punch card voting system with a more modern , e lectronic 
voting system ,  no  vot ing booths wi l l  be needed . However, as that goal  is anticipated to 
be at least 3-5 yea rs away, a sufficient number  of viab le vot ing booths m ust be 
maintained i n  inventory i n  good working condition . As such , the Department considers 
th is goal comp lete. 
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R ECOMM E NDATION C-8 : 

Exped ite contract to complete GISNIMS i nterface.  

Response: The Department agrees with th is recommendation ,  has let a contract for this 
service, a nd wil l  complete the G ISNIMS I nterface by September 2001 in t ime for u se in 
conjunction with the d icen nial  redistrict ing process . 

R ECOMMENDATION C-9 : 

Fol low th rough o n  h ir ing of additional  precinct coordi nators . 

Response: Completed . The Department agrees with this recommendation .  For  the 
November 2000 elect ion ,  both the Precinct Coord inators and Cle rk Reservists were 
increased from 200 to 250. Add it ional ly ,  for that e lection the Department added a n ew 
category to the e lection day back-up team ,  M u lti l ingual  Reservists , to rep lace 
mu lti l ingual  poll workers who were "no shows" on  e lection day. These programs were 
very successfu l on e lection day and wil l  be contin ued . 

RECOMMENDATION D-1 : 

Relocate fu n ctions. 

Response: The Department partia l ly agrees with this recommendation .  To ful ly 
implement this recommendation would requ i re a n  u nprecedented and completely 
u nbudgeted amount of funds approximating $1.5 mil l io n .  To in itiate th is 
recommendation ,  the Department has convened a Departmental Management 
Reengineering Team to provide recommendations in  three phases : (1) immediate n eed 
requ i rements a l lowing for six smal l  projects that can be fina l ized by June 30, 2001 
which must be completed before the next phase; (2) study Recorder operations to 
determine sug�ested ut i l ization of space, logistics, staffing a nd public service for the 15\ 
2"d, 4th and 5t floors a nd prepare recommendations and ana lyses,  possibly with the 
assistance of a consu ltant, based upon management input and funding capabil it ies by 
June 30, 2002; a nd (3) evaluate elections and techn ical services requ irem ents for 
efficiency and effectiveness and prepare recommendations and analyses, possibly with 
the assistance of a consu ltant, based upon management input by December 2003. 

RECOMMENDATION E-1 : 

Establ ish new b us in ess goals and pla n n i n g  models ( Recorder). 

Response: The Department agrees with this recommendation a nd ,  i n  conjunct ion with 
Recommendations  A 1 and 81, wil l  establ ish new and enhanced Recorder business 
goals and pla n n ing and projection standards. Completion is anticipated by June 2002. 
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RECO M M E NDATION E-2: 

Reeng ineer rea l estate recording,  fictitious busi ness name, and vitals p rocedu res. 

Response: The Department supports the concept of reengineerin g  Recorder 
operations .  Many of the recommendations appear reasonable ,  such as com bin ing the 
Document Examination a nd Cash iering process and electron ic transmission recordings.  
H owever,  s ign ificant evaluation of the compl icated p roposa l wi l l  be requ i red .  The 
Department wil l conduct an eval uation and feasibi l ity study by June 2002, inc luding 
implementat ion timel ines to incorporate recommendations .  

R ECOM M E NDATION E-3 : 

O utsou rce se lected processes to fac i l itate reeng ineeri n g  ( Recorder). 

Response: The Department agrees with th is recommendation .  It should be evaluated 
for feasib i l ity in tandem with Recom mendation E-2. Completion of feasib i l ity study is 
a nticipated by June 2002. 

RECO M M E NDATION E-4:  

Esta b l is h a n  e rror th res hold for minor payment discrepa ncies ( Recorder mai l  
business o n ly). 

Response: The Department agrees with this recommendation .  However, to date we 
have been u n able to convince the Auditor-Control ler that m inor  u nderpayments made 
by customers through the mai l  ( i .e .  sending in  payment of $6.75 for a $7 fee) can be 
"forgiven"  as the Auditor-Control le r  pol icy is based on interpretation of state law 
proh ib it ing the Department from reducing statutory fees. Conseque ntly, thousands of 
labor-intens ive transactions are requ ired , including postage , in attempts to recover 
pennies of u nderpayments,  costing the County more in processing than wou ld ever be 
recovered . With rega rd to overpayments, it has been the Department's pol icy for years 
to retain  Recorder overpayments of u p  to $10.00 un less the customer req uests a 
refund .  Therefore ,  a n  inequ ity of customer service exists that shou ld be add ressed. 
Our  Department wil l  contact the Aud itor-Control le r  to d iscuss th is concern i n  hope of 
reso lving this ongoing p roblematic and costly issue of returning requests unprocessed 
for minor  u nderpayments.  

RECO M M E NDATION E-5 :  

Remove (newspa per publ is h i ng com pany) sol icitors from lobby. 

Response: The Department agrees with th is recommendation .  However,  County 
Counsel has ma intained for years , a nd continues to assert, that the lobby is p ubl ic 
space a nd so l icitors of private services are permitted in the bu i ld ing u n less safe egress 
and ingress a re impacted . The Department has begu n  feas ib i l ity studies to relocate 
solicitors from the first floor lobby and wi l l  complete the in itia l eva luation by December 
2001. 
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R ECOMMENDATION E-6 : 

Prevent doc u m en t  rejections. 

Response: The Department agrees with this recommendation to n otify P ubl ic Notaries 
of the importance of clarity when using the notary seal when taking their oaths i n  order 
to prevent rea l  estate document recording rejections,  which is the n u mber one reason 
for document rejection .  Determin ing addit ional  proactive measures is anticipated to be 
implemented by September 2001. 

R ECOMMENDATION E-7 : 

Provide a g ra ntor/g ra ntee i n dex fu nction on the RR/CC web s ite. 

Response: The aud it makes th is recommendation wh i le at the same t ime, in  another 
section of the aud it document, describes the public's reluctant perception to follow this 
recommendation due to privacy concerns.  A new Ass istant Reg istrar-Recorder/County 
C lerk for Recorder/Clerk Ser.vices was h ired in Apr i l  2001 and wi l l  be assigned to 
research the desirabi l ity and ,  a long with the Assistant Reg istrar-Recorder/County C lerk 
for Techn ical Services ,  assess the feasibi l ity of implementing th is recommendation by 
the December 2001. 

R ECOMMENDATION F-1 : 

Develop and adopt a records retention sched u le .  

Response: The  Department agrees with this recommendation .  The Department 
intends to forma lize a Departmentwide Records Retention Schedule by June 2002. 

RECOMMENDATION F-2 : 

Record d i g ital i m ages o n  optical  media (s uch as DVD).  

Response: D ig ital images are presently captured on four independent med iums:  RAI D  
disk storage, D L  T tape cartridges, Jaz cartridges , and microfi lm.  Al l  four med iums 
provide independent recoverabi l ity for d isaster recovery. The DL T tape cartridges are 
rotated to a remote ITS/IS O  secure data storage company site. 
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RECO M M E NDATION G-1 : 

Create a n d  recruit  for selected Ass istant Division Manage r positions.  

Response :  The Department agrees with th is recommendation a nd req uested CAO, 
OHR and Board approval of these ten critica lly needed mid-leve l  management posit ions 
which were included in  the February 1 5 , 200 1 budget submission for FY 200 1 -2002. 
Allocation of these Ass istant Divis ion Manager positions is essential to carrying out 
many of the management recommendations in  the audit a nd i n  developing and 
implementing the Department's Strateg ic Plan. CAO and Board fund ing for $1 ,249,8 1 4  
to support the 1 0  Ass istant D ivis ion Managers and thei r  accompanying 1 0  Secretary I I  
items have not, a s  of th is date, been a l located. 

RECOMMENDATION G-2 : 

Use the new tec h n ical  d i rector position to upgrade certa i n  exist ing pos itions i n  
Techn ical  S e rvices. 

Response: The Department has a D ivision Manager techn ical staff person on the 
recently estab l ished D H R-CIO Committee to· evaluate and rewrite classifications for 
information systems personnel  for the entire County. This com mittee is meeting 
regularly and has resolved basic defin it ions of techn ical staff item responsib i l ities and 
duties . 

RECOMMENDATION G-3 : 

Fi l l  the existi ng ARR pos itions i n  the Recorder/C lerk a n d  E lection Services 
operations; place fie ld office operations u nder the Executive Lia ison positio n ;  
recruit a departme ntal C h ief Deputy ;  consol idate e lection-related legis lative 
analys is u nder the e lect ions serv ices u nit. 

Response: Completed.  The Department ag rees with these recommendations with one 
minor change regard ing supervision of branch/field office operations .  In N ovember 
2000, the new ARR for E lection  Services was h i red . In Apri l  200 1 , the Department 
h i red an ARR/CC for the Recorder/Clerk functions .  Recruitment for the selection of a 
Ch ief Deputy is u nderway (appl icat ion period June 26-Ju ly 1 7 , 2001 with interviews 
anticipated in August 2001 ) . A new Executive Liaison was h i red June 1 8 , 2001 to fi l l  a 
recent vacancy. Due to the ski l l  set of the new ARR for Recorder/Clerk a nd the fact that 
99% of the functions performed by the branch/fie ld offices are Recorder/Clerk functions ,  
branch office operations have now been appropriately p laced u nder the 
ARR/Recorde r/C lerk who wi l l  oversee operations as wel l  as focus on marketing the 
branch offices to increase their vis ib i l ity with the genera l  publ ic and d ivert customers 
from Norwalk  to more conven ient branch office locations. With regard to the 
recommendation that election-related legislative analysis be com bined u nder the 
Election Services Bureau,  this was completed fol lowing the November 2000 election . 
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R ECOMMENDATION G-4 :  

Re locate Division Managers to b e  phys ica l ly a djacent to the s upervisors a n d  staff 
they oversee. 

Response: Completed . The Department agrees in part with this recommendation .  The 
Recorder D ivision Managers were relocated to the fifth floor along with the new 
ARR/Recorder/Clerk in  Apri l 2001 to give g reater vis ib i l ity and autonomy to these 
important Department functions. The Department has a lso begun the p rocess of 
relocating the Techn ica l Services D ivision Managers from the seventh to the s ixth floor 
and this wi l l  be fu l ly accompl ished by July 3 1 , 200 1 . The recommended p re l iminary 
deployment wil l  be adjusted as fol lows: 

7 7 7 
Human Resources 2 2 2 
Pro ert Records 4 7 5 5 
Vital Records/Business Filin s 1 7 5 5 
Election Services 2 or6 7 7 7 
Polls/Service Center 6 7 7 6 
Cam ai n/Candidate Services 2 7 7 2 
Voter Records 4 7 7 4 

6 7 6 6 
4 or6 7 6 6 

We do not agree with several of the proposed audit recommendations, s uch as Vital 
Records and Business F i l ings being relocated to the first floor because that floor is 
dedicated to Recorder  publ ic cou nter service and is a l ready m uch too crowded without 
attempting to add D ivision Manager offices .  However, we a re in  agreement in p rinciple 
that Assistant Division Manager posit ions proposed in  th is a ud it shou ld be p laced with in  
their operational funct ions should these posit ions be a l located in  the Department's 
budget. We consider  th is recommendation complete . 

RECOMMENDATION H-1 : 

The RR/CC should esta bl ish a change com m issio n  to faci l itate change 
management. 

Response: This recommendation requ i res further evaluation . Whi le the Department 
agrees that such a commission cou ld be developed , to p lace added time demands on 
the few managers we currently have would be overwhe lming when considering their 
existing workload requ i rements. This same small gro u p  of managers is a l ready in 
charge of real izing the n umerous other objectives conta ined i n  the audit report. If 
Ass istant Divis ion Managers are a l located , this recom mendation wi l l  be further 
evaluated and reported on at a future date currently anticipated to be January 2002 . 
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RECOMMENDATION H-2 : 

The R R/CC d i rector s hould cond uct semiannual  town hal l  meetings.  

Response: The Department agrees with th is  recommendation .  Such meetings wou ld 
comp lement the exist ing weekly meetings with mid level supervisors and upper level 
management currently held on Monday mornings that a re led by the Department Head 
and provide a forum for information shar ing.  The semiannual  Town Ha l l  meetings wil l 
be held by each Assistant Reg istrar-Recorder/County C lerk (ARRs) for staff of their 
individua l  B u reaus to p rovide a "State of the Bureau" report .  ARRs wi l l  i ncorporate th is 
goal into their i nd ividua l  MAPP p lans beg in n ing with MAPP plan of October  200 1 . 

Finding I - Information Technology Management 
Page 1 05 
The State of I n formation Tech nology Management i n  R R/CC 
Overa l l  Observations 

The audit l ists a n umber of l!T system projects and organ ization events start ing in  1 999. 
This is only a part ia l  l ist as three key p rojects were omitted and two key p rojects are 
on ly briefly referenced . There is an overa l l  genera l izing of p rojects and events. The 
aud it's omission  u nderstates the degree of technology and organ izational  change the 
Department experienced in 1 999-2000. 

The five omitted techn ology defin ing p rojects launched in  January 1 999 were: 

( 1 )  Instal lation of a new fiber optic 1 ,200 node d ig ita l communications i nfrastructure .  
(2) A new data cente r in it ial ly conta in ing 1 2  MS-NT network servers a n d  .75TB of 

RAI D  data storage,  DL T automated backup device/software, mu lt ip le NT domains.  
(3) Recru ited a n  e nt i re ly new staff of 1 8  C IS/IS degreed p rogramme rs .  
(4) Insta l led a 40 ,000 page per day MS-NT O C R  dig ital imag ing p ro perty document 

recording system .  
(5) I nstal led a n ew N T  based Voter I nformation Management System (VI MS) for 375 

users to m anage 4 mi l l ion registered voters, ha lf a m i l l ion absentee voters per 
major elect ion ,  and 5 , 000 pol l ing locations/25 ,000 pol l  workers . 

Until January 1 999, the Department's technology provider for data commun ications, 
systems analysis and programming was exclusively ISO/ITS. In January 1 999, PC 
network techno logy rep laced the major part of the RRCC's 1 970s era mainframe 
technology permitting  the launch of the major technology p rojects l isted above. 
Responsibi l ity for the performance and success off this technology was assumed by the 
Department's existing l!f staff of fewer than 1 0  DSAl/11 level analysts. Previous to 
January 1 999, the on ly role for Department l!f staff was user appl ication support a nd 
interfacing with I S O/ITS for systems development and computer operations .  Therefore ,  
the staff was n ot i n  p lace for transitioning qu ickly from mainframe t o  network computing . 
I n  the last two yea rs ,  staff recruiting and development were the priority critical success 
factors for susta i n ing t he transition to network computing. Cop ing with i nadequate 
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Overa l l  Observations (Cont'd) 

staffing levels a nd skil l sets were key l!T management cha l le nges of th is t ra ns it ion . 
Compounding the 1999 network transit ion was the departure of s ix ski l led I SO/ITS 
mainframe programmers with twenty p lus years each of e lection systems expe rience .  

The new projects l isted above rad ica l ly changed the role of  the  Department's IT 
management a nd set in  motion structura l  changes that a re sti l l  i n  p rogress. 2001 is on ly 
the th i rd yea r  of tra nsition from I B M  mainframe app l ications to Department supported 
a nd maintai ned PC network techn ology. The Department is now responsible for 32 
servers , two terabytes of RAI D ,  m u lt iple domains ,  a large commun ications 
i nfrastructure ,  a fou r  mi l l ion page per yea r  d ig ita l imaging system ,  a large, interactive 
I nternet presence and a demanding l!T p roject schedule of i nnovative systems cha nges 
imp lemented i n  support of e lections and recorder functions .  

The perceptions and conclusions of the audit are greatly affected by the omission 
and/or non-recognition of the major scope of these major projects and structural impact. 

All of these p rojects were successfu l ly implemented in  1999 and 2000 and did ut i l ize a 
structured systems development methodology of phases, timed tasks a nd p re
production system testing scripts. Therefore, it is unclear how the audit concludes 
structured p roject management activities were (1) not conducted a nd (2) l!T 
management is deficient for recogn iz ing the need for, but not completing developme nt 
of, a formal systems development m ethodology document. 

A more descriptive view of Department technology change management capab i l ity is 
represented by the fol lowing table :  

RRCC Tec h nology C hange Management 
January 1 999 

Platform: 

(Comm.)  

Systems:  
Recorder 
Registrar 

Emai l  
Office Sys.  

Tech Staff: 

FROM 

I BM-Mainframe/Downey 
700 I BM C RTs 
Remote IBM control le rs .  
No res ponsibi l ity. 

M icrofi lm 40K docs./day. 
Menu d riven data entry, 
User support responsib i l ity. 
A paper driven system .  
IBM mainframe. 
None 
Limited res pons i b i l ity. 

ITS/IS O  Prog . Analysts 
L i mited a uthority. 
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December 2000 
TO 

MSNT, 23 Servers/Norwal k  
1 ,200 PCs i nstal led. 
A fiber optic 2 , 000 node spine.  

Ful l  res po ns i b i l ity. 

Image 40K docs/day w/ O C R  
Icon navigation ,  OCR,  n o  paper. 

G U I  screens, d ig ita l images , 
Pgming/data base responsib i l ity. 

MS Outlook. 
Support ing 250+ MS Ofc. users 
Ful l  res po ns i b i l ity. 

1 8  new C I S  degreed progm rs. 
Full  res pons ib i l ity for i n it iat ing 
/del iverin g  systems & service . 



Overa l l  Observations (Cont'd) 

Perhaps one reason for the perception of the audit was the sequence of first 
interviewing lower level l /T staff. This approach p rovided a mere s napshot view of 
events that may have been taken out of context and led to inaccurate conclus ions .  
I nterviewing the top two levels of 1/T management was conducted late i n  the aud it and 
did not constitute an in-depth p rocess, result ing in  key omissions as cited above. 

Page 1 07 
M itigating Risk 

In  th is section ,  we wi l l  d iscuss some of the tools and methods used to m it igate IT r isk: 

o IT P lann ing 
o Methods 
o Control systems 

During the 1 999-2000 time period, l /T deve lopment was driven more by impending 
immutable dead l ines rather than a forma l  redesign approach. Specifica l ly,  the major 
change to a new NT voter information management system (VI MS) was d ictated by the 
Y2K timetable .  Th is was a resu lt of recogn it ion in 1 997 that rep lacing the p revious 
generation ISO/ITS mainframe, 1 970s era COBAL voter management system wou ld be 
m uch better than spend ing the $2 mi l l ion to reprogram the COBAL code system .  A 
formal  RFP and system design p rocess developed a n  extensive l ist of bus iness rules 
that resu lted in  procurement of a modern, NT system with far g reater functiona l  
capabi l ities than the p revious system.  Add itional ly, and  s ignificantly, s ince becoming 
operational  in 1 999, the VIMS system is now saving $1 .8  mi l l ion per year in  system 
maintenance costs than the former system.  

S imi larly, instal l ing M icrosoft O utlook was a necessity due  to  ITS/ISO termi nating 
mainframe email during th is same time period. The new data center and d ig ital 
communications network were necessities for support ing both the new NT Voter 
I nformation Management and Property Documents Imaging Systems. The crunched 
timelines were dictated by these external events. 

The Keyfi le document imaging technology and OCR/Forms software system selected 
for the Recorder was p reviously successfu l ly imp lemented in the RRCC for imaging 
b irth ,  death and marriage documents in  1 997. Using the same software for p ro pe rty 
document imaging in 1 999 was a natura l  extension of th is success . Prob lems res ulted 
from d ifferences in the app l ications,  Vita ls Vs Property, which were u nderestimated on  
th is appl ication of the imaging p rocess. When determination of this vendor was made in  
1 995-96 , a lternate vendor-provided imaging systems were not operat ing i n  large 
jurisd ictions and those in smaller jurisd ictions were rudimentary as d ig ita l imaging was 
sti l l  working it's way i nto estab l ished vendor systems as a new techn ology. For 
example, in 1 995 we observed San Bernard ino County using one screen/keyboard to 
d isplay the image and a second screen/keyboard to key the index information i nto a 
separate system .  They reported the p rocess was slower than the p revious 
paper/microfi lm system and now, five years later, they just completed an RFB and 
vendor selection process to completely rep lace their orig inal  vendor imag ing  system 
that was deficient when installed . 
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Overa l l  Observations (Cont'd)  

There was an expl icit decis ion to on ly reengineer the microfi lm ing operation in order to 
control the scope of change imposed on a large un ion represented staff performing h igh 
volume essential p ubl ic services for p roperty documents. With i n  the past year ,  vis its to 
Riverside, Alameda and Orange counties has not identified a s ign ificantly superior or  
materia l ly more efficient system than the one we insta l led that, s ince early 2000,  has 
been perform ing the examine, cash ier  a nd index functions of property document 
recording without backlogs. 

Page 1 08 - 1 09 
System Development Methodolog y  o r  S O M  

Al l  of the  projects successfu l ly imp lemented in  1 999 and 2000 util ized a structured 
systems development approach of phases, timed tasks and p re-production system 
test ing. Therefore, the audit erroneously concludes structured p roject management 
activities were not conducted. 

Strateg ica criticized the lack of a Systems Development Methodology (SOM) .  However, 
when asked to p rovide the RRCC with a n  example document, they cou ld not. Instead , 
Strateg ica d i rected us to the County's Auditor-Control ler (A-C )  and the C IO .  When 
we fol lowed up ,  we learned that ne ither the A-C nor the C I O  possesses a SOM 
document and these Departments d id not  recommend a source for obta in ing  a SOM.  

Since the  aud it, Department Irr management has  searched the  internet, queried 
Gartner I nformation Services and found several SDMs in the p ubl ic and p rivate sectors . 
D ifferences among them a re substantia l .  A 1 25 page fu l l-featured WEB enabled SOM 
from a state government has been obtained in source fi le format with a l l  i nternal 
addressing l inkages. Conference cal ls with the agency were conducted last month to 
obtain useful information on the development of this SOM (we were told it was a long 
and expensive p rocess) ,  implementation issues and the resu lts of us ing the S O M .  The 
RRCC is now adapting this SOM to County termino logy for systems a nd personnel job 
descriptions. The state agency d id not charge us for the SOM a nd we p lan  to share it 
with the C IO for possible use as a model for other County Departments. 

Page 1 1 1  
Personnel  & Recruiti n g  

Recogn izing the  1 997 Irr job market cond it ions, salary constraints of  t he  DSAI 
ordnance item (with outdated job specifications describing mainfram e  ski l ls  when NT is 
now the techn ical environment) ,  the ARR-Irr in itiated col lege recruit ing in 1 997 in  
anticipation of  Irr p rojects moving the RRCC from mainframe to  network computing . Al l 
recruiting activities were conducted by the ARR Irr and Irr Divis ion Managers .  Campus 
se lection ,  col lege placement office l ia ison ,  recru iting materia ls deve lopment,  on
campus i nterviews , resume review, second interviews/tours in Norwalk ,  relationship 
development p rior to g raduation ,  post ing of DSAI bu l letins and coo rd ination of candidate 
appl ication fi l ing with Personnel were a l l  performed by Department l/T. 
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Personnel & Rec ru i ti n g  (Cont'd) 

Recru iting interviews were conducted on three campuses; UC I rv ine,  CS Polytechn ic 
Pomona and UC Ful lerto n .  Schedu led ful l  day interviews with 1 0  - 1 2  cand idates were 
conducted on campus in the Fal l ,  Winter and Spring .  Each campus recruiting cycle 
generated 40-60 resu mes and 1 5-20 cand idates.  A tota l of 1 8  h igh ly qua l ified C I S/CS 
graduates were subseq uently h i red and have proven to be p roductive i n  the 
Department's NT systems environment. l/T achievements were facil itated with th is staff. 
The audit does not reflect this strateg ic recruiting process that has reaped s ignificant 
resu lts after the i n it ia l  cha l lenge of integrating , i n  a 24 month period , a completely new 
techn ica l staff of 1 8  p rogrammers into the Department's IT a rea .  

Page 1 1 2  
Organ izational  Impacts 

The audit d raws broad conclusions based on the perception of single events a nd a 
l im ited overview of the Department's short two year l/T revo lut ion. l/T management has 
compi led an extraord inary track record of success over the last two years. The aud it 
does acknowledge th is ach ievement and also states that more formalized o rgan izat ional  
structuring elements a re n ow being implemented . It is d ifficu lt to reconci le the a ud it's 
critical assessment of llT m anagement's 'capacity/capabi l ity' in relation to the audit's 
acknowledgement of l/T management ach ievement. 

R ECOM MENDATION 1-1 : 

Improve IT P l a n n i n g  

Response: Agree . Completed .  The Department l/T mission statement i n  the 2001 -
2002 Business Automatio n  P lan  (BAP) reflects these recommendations. The BAP has 
been d istributed to a l l  l/T staff and is now used as a working ,  management document. 
Two remaining large-scale p rojects, Vital Records documents and Property Recording 
documents, wi l l be reeng ineered systems. 

RECOMMENDATION 1-2: 

Create a pos ition for a n d  a ppoi nt or recruit a C h ief Information Officer 

Response: Agree .  Completed . During the t ime that the a ud it was occurring ,  the 
Department received approval ( in the 2000/2001 budget) to expand from three to five 
Assistant Reg istrar-Recorder/County Clerk top management positions (AR Rs) . I n  
recogn it ion of the expanded responsib i l ities of the Department's l/T e nvironment d u e  to 
transitioning from the County's IBM mainframe to a Departmental NT network 
computing environment, the ARR for l/T responsibi l ities was separated from the 
combination of dual  ARR l/T and l ine operation responsibi l ity. Previously th is ARR was 
responsible for Departmental l/T management AND two major Departmental l ine 
operations ,  recru iting Pol ls and Officers and Warehouse Operations for assembly and 
del ivery of a l l  e lection supp l ies for 5 ,000 voting precincts. 
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RECOM ME NDATION 1-2: (Cont'd) 

As a resu lt ,  at the end of November 2000 (right after the a udit was released) the ARR 
for Irr was appointed the ARR/CI O  in  recogn it ion of the importance of the techn ical 
management responsib i l ity for a l l  elections ,  recorder and county clerk operations .  At 
that same t ime,  a fourth ARR was h i red for E lection Operations encompassing Pol ls 
and Officers ,  Warehouse E lection Supp l ies management a nd Election 
I nformation/Cand idate Fi l ing. The fifth and fina l  ARR to join the Department's top 
management team,  for a l l  Recorder/County Clerk l ine functions, was h i red on Apri l  9, 
2001 . 

RECO M M E NDATION 1-3 : 

I ncrease the ca pacity of Technology Serv ices to p rovide a n  adequate level of 
s u pport for the Dep a rtment 

Response : The aud it l ists a n umber  of Irr system projects a nd organ ization events 
starting in 1 999. This is on ly a part ia l  l ist as three key p rojects were omitted and two 
key p rojects a re on ly b riefly referenced. There is a n  overa l l  genera l iz ing of p rojects and 
events. The a ud it's omission u nderstates the degree of technology and organ izational 
change the Department experienced in 1 999-2000. 

The audit d raws broad conclusions based on the perception of s ingle events and a 
l im ited overview of the Department's short two yea r  Irr revolution . Irr management 
has compi led a n  extraordinary track record of success over the last two yea rs .  The audit 
does acknowledge th is ach ievement and a lso states that more formal ized o rganizational  
structuring elements a re now being implemented . It is d ifficult to reconci le the a udit's 
critical assessment of Irr management's 'capacity/capabi l ity' i n  relat ion to the aud it's 
acknowledgement of Irr management achievement. The same genera lizing p recludes 
the audit from seeing the growth of Irr capacity resulting from the i ntegration of an all 
new programming staff in  the systems deve lopment capacity of the Department. 

O Reco m m e n dation :  Decrease the need for i n-house p rofessionals,  freeing 
Tech n ical Serv ices staff to concentrate o n  s u pport of vertica l (s pecial ized) 
bus i n ess a ppl ications and i m plementatio n  of systems i mporta nt to the 
strategi c  p la n .  

o Purc hase off-the-shelf software that has a l ready been develope d  a n d  tested 
whenever poss ible.  

Response: Cu rrent p lans ca l l  for imp lementing establ ished , vendor-developed 
and maintained Vote Tal ly, Bal lot Layout, Vital Records and Property Document 
systems.  Qu ick Books and related vendor accounting software is schedu led for 
eva luation  this FY. A vendor provided networked inventory system was instal led 
in 2000 to record and track the acqu isit ion of a l l  equ ipment. 
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RECOMMENDATION 1 -3 :  (Cont'd) 

o Use selective outsourcing.  Commodity products a nd items s uc h  as h elp 
desks, PC a nd network support a re s uccessfu l ly  outsourced by many 
govern ment agencies. 

· 

Response: Agree.  The Department has uti l ized this solut ion for G IS  and 
special p rojects. 

o Use a d-hoc person nel  outsourcing.  Use s upplementa l staff to provide 
special ized ski l ls or ha ndle peak workloads. 

Response: Agree.  Department lfT uses vendor p rovided ski l l  sets for 
periodic serve r  u pgrades, RAI D  add itions to the SAN ,  software upgrades a nd 
imp lementations in  Recorder and G IS software and hardware. 

o Appl ication S e rv ice Providers (ASPs) charge a per-tra nsaction o r  per
s u bscriber fee for access to software, a l lev iati n g  the b u rden of 
develop i n g ,  implementing and mainta i n i n g  softwa re packa ges i n -house. 
ASPs s uc h  as Ezgov.com, Tidemark, NIC, Carta, or  PeopleSoft cou l d  be 
used cu rrently to provide admin istrative appl ications (e.g. ,  fin a ncia l  or  
human resources) a n d  other vertical appl ications as th is m a rket 
expa nds.  

Response: Agree. The Department is participating in  the CAO-CIO ERP 
project and believes packaged financial software wi l l  be a n  effective so lution .  
Qu ick Books and related vendor accounting software i s  scheduled for 
evaluation this FY. A vendor provided networked inventory system was 
installed in 2000 to record and track the acqu isition of a l l  equipment .  

O Recommendatio n :  E mploy add itional  strateg ies to recruit and retai n  
experienced I T  professionals . 

Response: Recogn iz ing the 1 997 lfT job market condit ions, sa lary constraints of 
the DSAI ord inance item (with outdated job specifications describing ma inframe 
ski l ls when NT is now the technical environment) , the ARR- lfT in itiated college 
recru it ing in  1 997 in a nticipation of lfT projects moving the RRCC from 
mainframe to network computing .  All recru iting activit ies were conducted by the 
ARR lfT and lfT D ivis ion Managers .  Campus selection , col lege p lacement office 
l ia ison ,  recru iting  materials development, on-campus interviews, resume review, 
second interviews/tou rs in Norwalk ,  relationsh ip development p rior to graduation ,  
posting of DSAI bu l letins and coordination of cand idate appl ication fi l ing with 
Person ne l  were a l l  performed by Department lfT. Recruiting interviews were 
conducted on three campuses; UC I rvine , CS Polytechnic Pomona and UC 
Ful lerton .  Schedu led ful l  day i nterviews with 10  - 12  cand idates were conducted 
on campus in the Fal l ,  Winter and Spring. Each campus recruiting cycle 
generated 40-60 resu mes and 1 5-20 cand idates. A total of 1 8  h igh ly qua l ified 
C IS/CS graduates were subseq uently h ired and have p roven to be subsequently 
h i red and have proven to be productive in  the Department's NT systems 
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RECOMMENDATION 1-3 : (Cont'd)  

environment. l!T ach ievements were faci l itated with this staff. The a ud it does not 
reflect th is strateg ic recru iting process that has reaped sig nificant resu lts after the 
in it ia l  cha l le nge of integrating ,  in a 24 month period , a comp letely new tech n ical 
staff of 1 8  p rogrammers into the Department's IT area. 

o Uti l ize the Tech n ical Director pos ition as described i n  the Organ izational  
Structure chapter of this doc ument to recruit experienced IT professionals 
from the private sector or promote from with in .  

Response: Agree. Hampered by County wide IT job descriptions that are 
outdated from 1 960's punch card mainframe descriptions, Department l!T is 
sol iciting h igher level l!T professionals using internet job recruiting s ites .  

o E m p loy contract employees or e m p loyees from tem pora ry agencies 
where appropriate to offer com petitive sala ries. 

Response: Agree. The Department a lready makes this a p ractice. We have 
h i red G IS expertise , data base specialists and are open to othe r  s im i lar 
opportunities. 

o Offe r  bon uses to employees who s uccessfu l l y  recruit IT profess ionals.  

Response: Th is is presently not al lowed in  the County HR structure .  

o Offer s i g n i n g  bon uses to new IT e m ployees (Iowa , Michigan a n d  South 
C a ro l i n a  use bon us prog rams).  

Response: Th is is presently n ot a llowed in  the County HR structure .  We 
agree that the County should adopt this policy as a n  H R  standard .  

o Tra i n  c u rre nt employees who demonstrate a n  IT aptitude. 

Response: Agree. We have enabled PC experienced staff (secretaria l ,  
ad min istrative) to migrate to  l!T positions. We have several examples who 
are now on our systems staff. 

o I m p lement more frequent salary reviews for IT staff. 

Response: Agree. S ince the aud it was fi led , six DSAI p rogrammer staff have 
been p romoted to DSAl l .  This was the soonest possible time frame with in  the 
H R  ru les for promotion and it is the policy of Department l!T to p romote 
qua l ified staff to the next level as expediently as possib le when positions a re 
avai lab le .  
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RECOMM ENDATION 1 -3 :  (Cont'd) 

o Continue offering flex i b le work sc hedu les.  

Response: Agree . We have a lways had flexible work schedu les and have no 
p lans to suspend our  current po l icy. 

D Recom mendation:  Reorgan ize the Department, employin g  a fu n ctional  
"Busi ness S pec ial ist" concept. IT staff would spec ial ize i n  e lections o r  
Recorder/C lerk functions. A fu n ctional  concept i s  being recom mended d u e  to the 
impo rtance of the IT staff's knowledge of the laws and p roced u res in thei r  
p rofess ion (elections, recorder, c l e rk). This was viewed a s  especia l ly  c ritical i n  
the Reg istra r's office, where laws c onsta ntly change a n d  com plex, h ig h -vol ume, 
dea d l i ne-driven p rocesses ta ke p lace. The organ ization a l  structure 
recommended wil l  foster a n d  reta i n  this expertise among Tech n ical  S e rvices 
staff. 

Response: Agree. Department lff staff have a lways been organized by funct ional 
a rea, to s upport comp lex d ig ital imaging in  Property Record ing and specia l ized 
p rocesses in E lections Operations for example .  There are no p lans to cha nge this 
pol icy and we are puzzled by the recom mendation .  

RECOMM E NDATION 1-4: 

I m prove Procu rement Processes 

Acq u i re a n d  i m plement a syste m development methodology; requ i re com pl iance 
for a l l  p rojects , i nc l ud i ng those d eveloped by vendors or outso u rced.  As 
mentioned i n  the Chapter, the RR/CC need not adhere strictly to every element of 
an SOM but can "cherry pick" as the s ize and com plexity of the system d ictate. 

Response: Strategica criticized the lack of a Systems Deve lopment Methodology 
(SOM) .  However, when asked to provide the RRCC with an example document,  they 
cou ld not .  I nstead, Strategica d irected us to the County's Audito r-Controller (A-C) and 
the C IO .  When we followed up ,  we learned that neither the A-C nor  the CIO possesses 
a SOM document and these Departments d id not recommend a source for o bta in ing a 
SOM.  S ince the audit, Department lff management has searched the I nternet, q ueried 
Gartner I nformation Services and fou nd several SDMs in the public and p rivate sectors .  
D ifferences among them are substantia l .  A 1 25 page ful l-featured WEB enabled SOM 
from a state government has  been o btained in source fi le format with a l l  i nternal 
addressing l inkages. Conference calls with the agency were conducted last m onth to 
obta in usefu l i nformation on the devel opment of th is SOM (we were told it was a long 
and expensive process) ,  implementation issues and the resu lts of using the S O M .  The 
RRCC is now adapting this SOM to County terminology for systems and personnel  job 
descriptions.  The state agency did not charge us for the SOM and we p la n  to share it 
with the C IO for possible use as a model for other County Departments. 
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RECOMMENDATION 1 -4 :  ( Cont'd) 

0 Reco m m e n datio n :  Expa n d  the use of com petitive b idd i ng .  There a re 
many "off-the-s h e lf' appl ications that have a l ready been developed by 
softwa re compa n ies special izing in vertical ma rkets ; th e i r  prod ucts a n d  
serv ices s ho u l d  b e  explored i n  a com petitive b idding environment p rior to 
replacement or enhancement of cu rrent a p p l ications.  

Response : Agree . The Department is participating in  the CAO-CI O  ERP project 
and bel ieves packaged financial  software wil l  be a n  effective solution .  Q u ick 
Books and re lated vendor accou nting software is schedu led for eva luation th is 
FY. A vendor p rovided NT inventory system was insta l led in 2000 to record and 
track the acq u is it ion of al l  equ ipment by the Finance and Management Section .  

O Recomme ndatio n :  Use i n dependent cons ultants to fac i l itate developing 
project work s copes , specifi cations, R FPs and acce ptance tests where 
appropriate ( i n c l ud e  costs i n  the project budget). Th is wil l  ens u re future 
tec h nologi es a n d  best practices a re incorporated i n to the p roject, e l i m inate 
confl icts of inte rests, and address the s hortage of IT staffi ng . 

Response: Agree. We are now working with ITS-ISD and their identified 
specia l ized vendors for developing RFP system specifications.  

O Reco m m e n datio n :  Recruit a "th i rd-pa rty" contract m a nager to review 
proposed contracts, ensure existi ng contracts a re m a naged i n  a n  efficient 
manner a n d  al l  provis ions a re met by ven dors. The con tract manager 
s hould report to e ither the Aud itor-Control ler o r  CAO to ensure p roper 
checks a n d  bala nces a re maintai ned. 

Response:  The Department bel ieves the NC and CIO shou ld determine if th is is 
an appropriate approach and deve lop a county standard if it is determined to be 
appropriate. 

O Reco m m e ndation : A cosUbenefit ana lys is should be a p p l ied to a reas 
such as sca n n i ng e q u ipment tech n ica l support; it may be less expens ive to 
purchase new scan ners tha n  pay annual  ma intenance fees wh i l e  at  the 
same tim e  red u c i ng downtime.  

Response:  The Departme nt performs CB ana lysis on  a l l  equipment 
maintenance .  Scann ing equ ipment with mechan ica l and e lectron ic components 
which a re h ig h ly dependant on  synchronized movement to p rocess 40,000 pages 
per day requ i res weekly service cal ls and experience frequent replacement of 
expensive components p riced in the thousands of dol lars .  The Department 
applies val ue judgement criteria to maintenance decisions .  PCs are not on 
maintenance, they are promptly and cheaply serviced a nd repa i red by col lege 
tempora ry techn icians .  RAI D  d isk d rives have been removed from mainten ance 
for a savings of $48 ,000 per year. The drives are $ 1 ,200 each and fai l  at the rate 
of 1 .5 yea r  a nd are rep laced by in-house staff. 

20 



RECO M M E N DATION 1-5: 

I ncrease a n d  Prioritize IT Tra i n i n g  

Train ing s h o u l d  b e  fu nded a n d  prioritized to match tra i n i n g  p rogra ms with 
strategic goals.  A tra i n i n g  p lan s hould  be developed on a n  a n n ua l  bas is that wi l l  
ensure appropriate R R/CC staff to acq u i re the necessa ry s ki l ls based o n  a 
g u id ing plan rather than on a first-come, first-served basis . 

Response: The goal of the RRCC is to develop an economica l in-house tra in ing 
p rogram for Windows, Word and Excel ski l ls for the intermed iate and supervising clerks 
selected by section heads and d ivision managers and authorized by s ignature for 
train ing by the Ass istant RRCC. The planning horizon for this group is three m onths 
and is dependant on staffing changes resu lting from new h i res, resig nations and 
changes of responsib i l it ies. An average of fou r  staff per month requested to attend 
train ing from th is group .  Tra in ing of techn ical staff has been based on  functional 
assignment; Visual Basic and SQL database train ing for staff developing information 
systems, NT-Server tra in ing for staff supporting network services . Th is tra in ing occurs 
with in the first s ix months of h ir ing a new programmer and depends g reatly o n  p rior 
experience and the ski l l  sets of the new h i re .  This structure does not conform to an 
annual  tra in ing p rogram. 

RECOMMENDATION 1 -6 :  

Perform a n  Informatio n  Tech nology Audit i n  January 2003 

Response: Agree . The Department welcomes the opportun ity to demonstrate a 
superior l!T operation i n  2003 . Audit criteria from the AC is req uested as soon as 
possible . 

RECOMMENDATION J-1 : 

The R R/CC should ensure that fu l l  recovery of the imaging database is possi ble 
and develop a sched u le for performing fu l l  backups.  

Response: Ful l  backup and fu l l  recovery of the imaged document database has been a 
standard procedu re for the R R/C C .  Th is recommendation resulted from an observation 
of recurring transient techn ica l  p rob lems executing the backup software system .  A new 
backup software system has been acq uired (Veritas I nc.)  as well as a new I ntel server 
and DL T six-head streaming tape d rive to perform backups more rel iably. 
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RECOMMENDATI O N  J-2 :  

C la rify proced u res for g reen stripe enve lopes. 

Response: The Department agrees with th is recommendation .  ARR/CCs for E lection 
Services and Elect ion P reparation wi l l  work together to improve the processing of green 
stripe election envelopes. Completion wil l occur by October 2001 for institution with the 
November 200 1 UDEL Election .  

RECOM MENDATI O N  J-3 : 

Restrict publ ic  a ccess to a reas handl ing negotia ble docume nts a n d  payments .  

Response :  The Department agrees with this recommendation and wi l l  develop written 
p rocedures for annua l  reviews by the Recorder's Office . F inancial Services Section wil l  
conduct interna l  a ud it-checks for fisca l compl iance three t imes per  year. Completion is  
a nticipated by March 2002.  

RECOMMENDATI O N  K-1 : 

Ensure that D ivis ion M a na gers s u b m it m onth l y  overtime req uests . 

Response : Completed . The Department agrees with th is recommendation .  I nternal 
a utomation enhancements in the Finance & M anagement area have a l ready been 
implemented. F u rther e nhancements such as the feasib il ity of e lectron ic submission of 
Bureau overtime req uests from Divis ion Managers to F inancial  Services wil l  be pu rsued 
with Technical Services .  This recommendation is complete . 

RECOMMENDATIO N  K-2 : 

Augment the C o un ty H R  rec ru itment efforts. 

Response :  The Department agrees with th is recommendation and th is is i n  progress 
and ongoing. C urrently, efforts include onsite campus recru itment by Department IT 
Management. P rior to this report, Human Resou rces Management had d i rect interface 
with IT personnel  regard ing conjoint and enhanced recruitment efforts . The p rocess 
currently being deve loped is to ensure that recruitment efforts by IT managers are 
complemented by Human  Resource staff. Solicitations and advertisement in  major 
pub l ications and trade journals wil l a lso be used to expand the Department's 
recruitment effort for IT posit ions as wel l  as for other targeted classifications .  The re wi l l  
a lso be expanded i nterfacing with loca l school d istricts that currently have p rograms in  
p lace that prepare students for clerical positions .  The intent wi l l  be to  apprise students 
of career opportun ities ava i lable with the RR/CC and invite them to apply and compete 
for those positions.  
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RECOMM E N DATIO N  K-3 : 

Conti n ue to conduct exams a n d  rec ru it for tem porary empl oyees as needed to 
mainta i n  a l ist of e l i g ib le rec urrent workers .  

Response :  The Department agrees with th is recommendation a n d  th is is in  progress 
a nd is ongoing .  We have maintained a l ist of tempora ry workers for many years ,  and 
recru ited even more heavily prior to the anticipated employee labor strike last year .  We 
were very successfu l in bringing in  the needed temporary workers. Last Fa l l ,  we added 
computers for app l icants to take typing tests req u ired for some positions and real ized a 
m uch better qua l ification rate. The Department began recruiting for recu rrent workers to 
rep lace election temporary workers last summer, and has been g radual ly rep lacing the 
election temporary workers with recurrent employees. The Department is currently in 
the p rocess of developing a reg ister of recurrent clerks , and has focused on the 
req uirement to m ove from usage of Clerk, NCs to Clerk, Recurrents in  order to keep the 
clerks on board for longer periods of t ime and to rea lize a h igher cal iber of clerical 
staffing .  Completion  wi l l  be December 200 1 .  

RECO M M E N DATION K-4: 

Negotiate a n d  m a i ntain a mu lti-yea r  co ntract for tem pora ry staffi n g .  

Response: The Department agrees with th is recommendation .  We have most recently 
piggy-backed on another department's service contract a nd are in the p rocess of 
developing o u r  own contract. We a re currently analyzing our  contractua l  tempora ry 
clerical needs ( in  relationship to the NC and Recurrent person ne l  we h i re) .  The 
anticipated t imeframe for the development of a contract for temporary clerica l help is 
January 2002.  

RECO M M E N DATIO N  K-5 :  

Conti n u e  effo rts t o  develop a s i n g le,  accurate item contro l report. 

Response: Completed . The Department agrees with this recommendation .  
Department lff staff, in col laboration with H uman Resources Department staff, 
developed a new, user-friendly Item Control report early this year. This 
recommendat ion is complete. 

RECOM M E N DATIO N  K-6 : 

Clearly a rti c u late the criteria for se lectio n  of Division Manager cand idates.  

Response: Completed . The Department agrees with th is recommendation and has 
made enhancements to the selection process. For example ,  a l l  selection criteria wil l  be 
made in conce rt with the County Department of H uman Resources' staff. The p rocess 
involves viable vocational and examination plans which a re d iscussed with the 

23  



RECOMMENDATIO N  K-6: (Cont'd) 

appropriate Ass istant Reg istrar-Recorder/County C lerk prior to posting of the bu l leti n  for 
these examinations.  This recommendation is complete. 

R ECOMMENDATION K-7 : 

P rovide opportun ities for e m ployees to develop s k i l ls .  

Response: The Department agrees with this recommendation and i t  i s  in progress and 
ongoing .  P rior to the inception of the current Department of H uman Resou rces' 
development of a Tra in ing Academy, th is Department maintained it's own min i-academy 
for provid ing tra in ing to temporary clerical staff to prepare them for permanent posit ion 
examinations .  The Department wi l l  cont inue to conduct i n-house tra in ing for staff, which 
wi l l  be complemented by centra l ized O H R  tra in ing .  The Department wil l  continue  to 
encourage al l employees to also seek their own means of upgrad ing career 
e nhancement ski l ls .  The Department a lso proposes to imp lement semiannua l  
i ntradepartmental seminars b y  October 200 1 , o n  development of career  enhancement 
ski l ls and providing educationa l  p lann ing .  Additiona l ly, as a resu lt of the management 
aud it, the Department proposes to add a much needed Assistant D ivis ion Manager 
classification wh ich wi l l  provide a career ladder between the Section Head and D ivis ion 
Manager levels, If these new positions are approved , the p lanned seminars wil l  
address these new posit ions a s  part of the development of a career ladder. A status 
report on the development of a career ladder (and succession p lanning) wil l  be 
p repared semiannual ly beg inn ing in January 2002 . 

RECOMMENDATION K-8 : 

Review a l l  agency-s pecific c lass ifications.  

Response :  The Department agrees with this recommendation and th is is in  p rogress 
a nd is ongoing.  The Department is now reviewing all Department-specific 
classifications in response to the County Department of H uman Resou rces' requ irement 
to review classifications at least every five years .  The Department's H uman Resources 
D ivision wi l l  prepare a timetable to ensure that the necessary reviews are completed 
within the timeframes establ ished by the County Department of Human Resources . 
That timetable wi l l  be developed by October 200 1 . 

RECOMMEN DATION K-9 : 

Complete perfo rmance eva l uations i n  a timely manner. 

Response :  Completed . The Department is current in  compl iance with yearly 
performance eva luations and these are a lso part of the Management Appraisal  
P lan requ i rements. Supervisors are trained to reinforce the objective of t imely 
compl iance and MAP P  managers a re rated in  part based on the completion of yearly 
performance evaluations for al l  their staff. Th is recommendation is complete . 

24 



RECOMM E N DATION K-1 0: 

Develop a s uccession plan for key ma nagement pos itions. 

Response: The Department agrees with this recommendation and wil l ,  in conjunction 
with support from OHR ,  develop a succession p lan for management positions.  Inc luded 
wi l l  be the systematic review of h i re dates for its key management and supervisory staff 
(target date October 200 1 )  and,  based on assumptions regarding anticipated retirement 
dates , develop a plan for in-service tra in ing of existing Department staff o r  h i ring- in new 
personnel  to ensure that critica l functions a re continuously covered . To the extent 
possible, the proposed in-house tra in ing  wil l  be complemented by O H R  
tra in ing/developme nt programs. The target date for the development of in-house 
tra in ing ( in conjunction with OHR) is December 200 1 . The Department i ntends to 
implement a mentor-type p rogram beg inn ing in  April 2002. There m ust be the 
appropriate management infrastructure in  p lace to help ach ieve the ma in  Department 
mission (e. g .  the Assistant Division Manager posit ion classification must be approved to 
focus on mentoring and succession p lann ing) .  

RECOMM E N DATION L-1 : 

The RR/CC s ho u l d  req u i re a l l  Ass ista nt R R/CCs to prepare a n n u a l  p lans a n d  
s u bm it a n n ual  budgets i n  a timely m a n ner. 

Response: The Department agrees with th is recommendation. With the recent h i rings 
of two Assistant Registrar-Recorder/County C le rk for the Recorder/C lerk a nd E lection 
Services Bureaus, and the impend ing recru itment of a Ch ief Deputy, the Department 
wil l  no longer be stretched so thin that on ly the most critical operations a re managed 
optimal ly .  By the end of ca lendar yea r  200 1 , the Department's executive management 
team wil l  be fu lly in  place al lowing this recommendation to be imp lemented in 
conjunction with development of the FY 2002-03 budget that takes place in February 
2002 . 

RECOMMENDATION L-2 : 

Once a l l  d ivis ions provide budgets as part of the budget cycle, the Department 
should provide each d ivision with q ua rterly b udget summaries. 

Response: Completed . The Department agrees with this recommendation and 
implemented the first of a series of budget update meetings for al l  MAP P  managers in  
the Department in  March 200 1 . 
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RECOMMEN DATION L-3: 

The RR/CC s h o u l d  ens u re that the costs of tec h n olog ical  e lection systems or 
solutions used by the Cou nty in  elections a re c ha rg e d  to partic ipati n g  
j u risdictions.  

Response: Completed . The Department agrees with th is  recommendation as i t  relates 
to IT costs associated with elections by ful ly charging base-year  costs to participating 
j urisdictions. Th is had a lways been the p revious p ractice, with the aud it year (2000) as 
the on ly deviation resu lt ing from fina l iz ing the transit ion from one voter information 
m anagement system to a new one .  In the futu re,  the Department wil l pass-on to 
participating jurisdictions a l l  related IT costs regard less of system changes. This was 
completed in March 200 1 .  

With respect to the recommendation that jurisdictions participat ing i n  County e lections 
be assessed their  fai r  share of costs associated with the use of any new technology, 
even when the system is under "pi lot" status such as the recent e lectronic Touchscreen 
Voting Project, the Department wil l explore the feasib il ity of i m plementing such a 
recommendation .  We consider this recommendation comp lete. 

RECOMMEN DATION L-4: 

Period ica l ly review fee levels.  

Response: The Department agrees with th is recommendat ion.  Although fee studies 
have a lways been ongoing,  the n um be r  of fees re-evaluated each yea r  cou ld be greatly 
increased if admin istrative staffing were increased to conduct the studies . The 
Department has requested two new budgeted positions for FY 200 1 -2002. Completion 
of th is  recommendation is incumbent on  the CAO, OHR and the Boards' approval of the 
new positions.  As is noted , however, some Department fees can not be increased as 
they a re set by State statue. 

RECOMMENDATION L-5 : 

Implement a d d itional services on a cost-recovery bas is.  

Response: The Department agrees with th is recommendation a nd wi l l  conduct a 
feasibi l ity assessment by June 2002 . 
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E L ECTION TRANSACTION R EVIEW AUDIT 
(Submitted January 1 8 , 2001 ) 

RECOMMENDATION 1 :  

Complete the testin g ,  modification and ro l lout of the I C R  fu nction for reg istering 
new voters. 

Response: The Department agrees with this recommendation .  I C R  is nascent 
technology and sti l l  u nder deve lopment industry-wide. Further enhancement wi l l  be 
necessary before the Department can reap the time/labor savings that wou ld assist in 
speed ing up voter reg istration data entry. An ICR fu nction status update wi l l  be done by 
November 2002. 

RECOMMENDATION 2: 

Explore the feasi b i l i ty of us i n g  the sample bal lot m a i l i n g  house for the i n iti a l  
Absentee (AV) ba l lot m a i l i n g ;  us.e first-class postage for s u bsequent A V  bal lot 
mai l ings. 

Response: The Department agrees with ,  and in  fact suggested this recommendation to 
the audit team .  We a re exploring the feasibi l ity of implementing th is recommendation 
on a p ilot basis for the November 2001 UDEL E lect ion.  Assessment of feasib i l ity wil l  be 
reported by January 2002.  

RECOMMENDATIO N  3:  

Use mon itors and spot-checking at USPS fac i l ities . 

Response: The Department agrees with th is recommendation and wil l  i n it iate such 
monitorings beg in n ing with the November 200 1 UDEL Election .  

RECOMMENDATION 4 :  

Implement p rocess c h a n ges to fac i l itate more efficient, large s c a l e  a bsentee 
voting (pi l ot use of e lectro n ic s ig nature verification) . 

Response: The Department agrees with this recommendation.  However, to date NO 
e lection jurisd iction i n  the U .S .  has the capabi l ity of dep loying e lectron ic  signature 
verification to rep lace human intervention in reviewing/verifying/accepting every 
absentee voter/petition s ignature. We are exp loring the feasibi l ity of employing this 
technology that is currently on ly used in  banking app l ications. However,  the software 
costs a re very h igh and no  election company is currently marketing this technology. We 
hope to be the first one after a successful test can be achieved using ou r  database. 
This is not anticipated in t ime for the 2002 e lections.  Review of feasib i l ity wi l l  be 
conducted prior to the N ovember 2003 election.  
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